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Abstract
The focus of this dissertation was on the changes in long-term external business coaching
relationships (defined as more than 4 months). The current study intended to answer two
questions: (a) how does the relationship between a coach and a coachee change in long-term
coaching engagements? and (b) how do these changes impact the coaching process dynamics and
results? The phenomenon that was discovered through this research is called the shift moment.
It exemplifies the transition from skill or problem oriented issues, which often represent the
original cause of the coaching relationship, to the holistic transformation of the coachee. A
qualitative study using a phenomenological approach and semi-structured interviews of 8
participants was conducted. Multiple rounds of interviews were performed to allow increasing
depth. The interview plan was developed based on a previous pilot study. The semi-structured
interviews lasted 55 to 75 minutes, were conducted via phone or digital meeting software, and
were recorded and transcribed. Detailed findings centered around 4 themes: trust and depth;
shifting dynamics; the new, post shift moment coachee; and the impact for leadership and
coaching. First, a significant level of in-depth trust between the coach and the coachee was
fundamental to a successful long-term coaching relationship. Second, the indications in shifts
from short-term to long-term relationships were diverse and, to be able to recognize them, the
coach needed to be very sensitive and experienced. Third, while the coachee was initially
interested in business-related issues, over the long-term coaching relationship, the shift moment
opened the focus to the whole person. The various behaviors that identified the coachees in
relationships with employees, bosses, and the organization as a whole, involved the way they
expressed themselves when they encountered others, and often evolved into new behaviors.
Fourth, the shift moment experience and resulting long-term coaching relationship had impact on
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the coachee’s new behaviors for business, leadership, and for the coachee as a person in all
aspects of life. The confirmation of a shift in dynamics, the discovery of the shift moment, and a
limited set of indicators that signified the occurrence of this moment were important results of
this study. The electronic version of this dissertation is at OhioLink ETD Center,
www.ohiolink.edu/etd
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Chapter I: Introduction
Scientists who study human behavior have many different perspectives, but the single
thing they unanimously agree upon is that humans are social creatures. We simply are not
designed, either physically or psychologically, to live as solitary creatures.
Within societies all across the planet, be they small nomadic groups of kin wandering
through the grasslands or millions of unrelated individuals living in a metropolis, whether
modern or prehistoric, co-operation is the glue that binds us together . . . without cooperation a society, almost by definition, is bound to crumble. (Dugatin, 1999, p. 2)
The field of coaching is a natural extension of our human need for cooperation. In
general, coaching can help people overcome poor performance, develop new skills, learn a newly
assigned job, or pursue areas that interest them (Duke Corporate Education, 2006). Companies
expend millions of dollars each year to enhance the skills of their employees. When the skills
are applied successfully, individuals are selected for promotion based on these skills. Skill-based
promotions do not automatically ensure that the promoted people will be good leaders (Nelson &
Quick, 2008).
There is a common assumption in business that a person with an exceptional skill could
be developed into a leader who could show others how to be successful and skilled. What is
often forgotten is that people and leadership skills are very different from practical skills in
business. A great salesperson is not automatically a great manager or leader of the sales team
simply because the salesperson knows how to sell a lot of services or gadgets. According to
Montana and Charnov (2000), management is working with and through other people to
accomplish the objectives of the organization and its members. This includes the execution of
strategies, policies, and procedures with the goal of fulfilling the vision of the company. The
manager is the guide (Barber, 2008) for the workforce in this process. In comparison, leadership
is the development of strategies and visions, and their refinement and updating as circumstances
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change. Leaders gather followers (Bell, 2006; Maxcy, 2002) and focus them toward a mutual
goal. Managers enforce the policies (Kerzner, 2009) to reach those goals. Some people view
management and leadership as distinct, but authors like Moss Kanter (2003) viewed these roles
as more fluid than distinct and point to the influence of changes in management activities that
inform the development of new strategies by leadership. The ability to lead and manage
(Langan-Fox, Cooper, & Klimoski, 2007) is not necessarily something that is taught when a
person advances within an organization. External coaches help leaders and managers (Effron,
Gandossy, & Goldsmith, 2003; Glaser, 2007) to hone the required management and leadership
skills, resulting in a combination of strengths based on business skills and leadership or
management skills (Hills, 2001).
Coaches are people who will guide a coachee in learning a new behavior or skill.
Coaching is about helping someone learn and the coaching process should reinforce that end goal
(Duke Corporate Education, 2006). A coach is not a problem solver, a teacher, an adviser, an
instructor, or even an expert—a coach is a sounding board, a facilitator, a counselor, an
awareness-raiser (Whitmore, 2005b). A coachee can learn new behaviors or methods with the
help of the coach. The process involves the raising of awareness (Whitmore, 2005b), combined
with a willingness to change on the part of the coachee. Coaching cannot guarantee the desired
change or success, but many clients find the coaching experience to be transformational (Bush,
2003; Gonzales, 2004; Hurd, 2003).
In some cases, an issue can be resolved expeditiously with some exercises and
affirmations, helping the coachee to adopt a new behavior or skill rather quickly. In other cases,
the issues that need attention are multifold. The issues have to be uncovered, addressed, and
worked on for longer periods of time. Longer periods of time are defined in this dissertation as
more than 4 months of coaching. The rationale for selecting 4 months was based on a non-
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empirical inquiry using the internet and existing relationships with external business coaches.
Programs considered to be short interventions are typically less than 4 months in length with
weekly sessions. Other short programs, like Performance IQ® (Global Performance
Technologies Inc., 2008) or JobMatch™ (Rekrytema Human Resources Management, 2009), are
based on assessment or questionnaire tools followed by coaching interventions of up to 3 months
in the areas identified by the tool or assessment.
The professional practice of coaching is a somewhat newly established field with roots
that can be traced back through psychology, management, sport, and education literature. Tobias
(1996) suggested that coaching, as a field of study, began to emerge in the workplace around the
late 1980s, driven by a need to intervene in problem behaviors without using terminology that
appeared to link the consultation with counseling and/or therapy. The International Coach
Federation (ICF) (2003), and other organizations that provide certifications for coaches or
accreditations for coaching programs, drew a clear line between coaching and therapy. The
organizations teach and review programs for the clear distinction between the two processes.
According to the ICF (2009), a coach provides an ongoing partnership designed to help
clients produce fulfilling results in their personal and professional lives. “With economic
indicators focusing on the downturn in the labor force, a trend toward leaner companies, and an
increase in service sector jobs, the market for business coaching is ripe” (Powell as cited in The
Entrepreneur’s Source, 2009, p. 2). As the trend toward downsizing grew, so did the demand for
coaching, according to Cornfield (2003), the president of Coach University. Coaching,
especially external business coaching, has been growing rapidly in the last few decades. The
Harvard Medical School Department of Education Report (2010) estimated that this is a $1.5
billion dollar market.
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In this growing field, coaches also work with an individual’s performance issues, such as
the ability to communicate properly or the ability to be organized in accordance with job
demands. A coach’s work on structural issues mainly focuses on the organizational processes
and formations between teams across the enterprise. Coaching can help people overcome poor
performance, develop new skills, learn a newly assigned job, or pursue areas that interest them.
The full expression of one’s potential demands taking total responsibility or ownership.
Coaching is, therefore, the essential management style or tool for optimizing people’s potential
and performance (Whitmore, 2005a).
As the coaching profession and coaching programs become more widespread, it will
become easier to identify coaching programs of differing types, like internal versus external
coaching programs, quick intervention coaching programs, and long-term coaching programs
focused on relationships. An internal review of customer data conducted by the Coaches
Institute International (personal communication, May 8, 2009) revealed that close to 70% of
individuals signing up for courses have conducted online searches and identified a wide selection
of programs offered for their needs. The increased visibility, combined with the growing number
of offerings, will enhance an organization’s ability to find the right coaching partner through
traditional marketing efforts, as well as modern online search tools. A recent search on the most
popular online search engine (Google) revealed that there is a choice of more than 1.5 million
entries for the phrase “executive coaching firms.” The ICF conducted a review in 2007 and
found more than 30,000 business coaches in the United States.
New coaches are trained by a growing industry every day. The Coaches Institute
International graduated more than 400 new coaches in less than 9 months of operations (Barbara
Wainwright, personal communication, May 10, 2009). Coaching now covers a wide variety of
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personal issues like relationship development, health, and overall wellness. However, the
organizational needs in a business enterprise are different than those of a person attempting to
lose weight with the help of a coach. That means that coaches and the certifications they acquire
should be more descriptive to allow for an easy selection. Even within the specific community
of business coaches, there are different certifications provided by the various certifying
organizations and associations, such as the ICF and the Associate Certified Coach (ACC). What
is not immediately clear is the exact nature of the training a coach has received.
Another important component of the coaching industry is the differentiation between
internal versus external coaching. Internal coaching and employee development is sometimes
considered an ongoing task for managers and executives. Employee development is the
organizational activity aimed at improving the performance of individuals and groups in
organizational settings. The concept has been known by several names, including employee
development, human resource development, and learning and development (Harrison, 2005).
Employee development activity focuses on the activities in which the individual’s organization
may partake in the future, and is, therefore, almost impossible to evaluate (Garavan, Costine, &
Heraty, 1995).
The internal coach is inside the organization and should be external to the employee’s
department or situation. This coach has the added advantage of internal knowledge of the
organizational goals, politics, and key personalities (Sofo, 2000). An external coach can do the
same job as an internal coach. Unless the internal coach has no other obligations in the
organization, an advantage for the external coach is the fact that complete dedication to one
client, group, or team can be provided, while internal coaches who also work in the role of
manager or leader have to balance these different obligations. In some cases, individuals
contract with a coach directly—without involvement of their company. In comparison, internal
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coaching is provided from one individual to another within the company. The internal coach is
most often a manager or executive who has received coaching training or a coaching
certification. Internal coaching is accompanied by a set of issues related to the organizational
processes, policies, and politics that can impact the relationship between the coach and the
coachee. When compared to an internal business coach, an external business coach is freer from
any office politics or other encumbrances that can interfere in a relationship dynamic. This
freedom plays out in two important ways: (a) external coaches focus fully on the coaching
process, and (b) in most cases (as described earlier), individuals with a combined role have both
coaching and management/leadership responsibility, and therefore, may be torn between those
two responsibilities resulting in potentially conflicting organizational and individual goals.
The external business coach gained prominence in the late 1990s, when many
organizations were in merger and acquisition situations, and leaders needed help with
organizational restructuring and outplacement. Firms hired organization development
practitioners, some of whom also took on the added role of coaching (Becker, 2007). Details
about the advantages and disadvantages of internal and external business coaches will be further
reviewed in chapter 2. The current study will focus on external business coaches and long-term
coaching relationships. I will now explain how I am connected to this area of research.
Situating the Researcher
Since first coming to the United States from Germany in 1990, I have been fascinated by
the different approaches to conducting business on each side of the Atlantic Ocean. I was
initially convinced that this difference only existed in the military. I had been trained in the
German approach called Innere Führung, developed after WWII, which translates to “internal
leadership.” What the phrase really means is to see every soldier both as a person trained to
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defend the country, and, also as a member of society, with all the rights that come with that
position. The soldier is truly a citizen soldier. The assumption of Innere Führung is that a
democratic ideal and military order can be harmonized into one entity. This integration is
achieved by establishing a system of checks and balances so that the military does not become a
state within a state. This also means that the process of orders given to achieve a goal leaves it to
the soldier (or team leader, or commander) to find a suitable solution.
In contrast, I had an opportunity to experience the American system as an exchange
officer in a U.S. Air Force installation for 2 years. The U.S. military, in comparison to the
German system of Innere Führung, applies a system of command and control. An order
references a set of procedures. These procedures are described in a manual or checklist and
include all the steps and actions to take in completing a task or order. While the German system
leaves much room for creativity and flexibility, the American system monitors adherence to the
manual and provides predominantly predictable results. Issues arise when a situation is not
described in checklists or manuals.
When I left the military after a successful 21-year career, I had progressed from an
aviation student to an aviation instructor, and ultimately became a project leader with significant
fiscal responsibility and leadership authority. I looked for opportunities to experience leadership
in the U.S. corporate world. My search led me to join a software company in a director’s role. I
thought I would have a combination of responsibility and authority, focusing on the common
goal and vision of the company. In reality, I had a management position where the expectation
was to carry out the desires of the company’s president. Much of what I experienced was very
similar to the command and control mechanism I saw in the U.S. military. My knowledge in
instructing and leading was not utilized.
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My experiences in the German Air Force and in corporate America led me to believe that
we can train better leaders. Better leadership can result in gains felt throughout the entire
organization, including more satisfied customers, increased sales, less employee turnover, and
other benefits.
My experiences also led me to explore the issue of organizational change. While
studying leadership, organizational change, and issues businesses are facing, questions emerged
about the active process of change in people. That is when coaching appeared on my radar
screen. I read about it, realized it was a perfect fit for me, trained, and became certified as a
professional performance coach. More recently, I was also certified as a professional coach with
Coaches Institute International and I have completed training to become a Master Coach. A
Master Coach is recognized for experience of more than 5 years in the field of coaching and
successful completion of courses or certification programs that allow the Master Coach to train
individuals who aspire to join the coaching profession.
Learning about coaching and practicing it as a craft showed me that changes people adopt
must come from within themselves. To reach those changes, people have to discover what they
truly desire. The coach then becomes a guide on the coachee’s path of realizing these desires,
continually refining these desires, and changing the previous behaviors in a way that develops
new behaviors.
Kotter (1996) described this step in the change process as anchoring the change in the
culture of the organization. For individuals, the changes that are initially experienced as repeated
exercises become habits. As repetition continues and benefits establish themselves, the changes
move from a conscious behavior into a subconscious activity. Kotter referred to this stage as the
time when people say “I have always done it this way.” The same is true for individuals who
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have adopted a behavior as part of their individual culture.
While working as a coach, I had the good fortune to have a number of long-term
coaching contracts. Over the course of these long-term contracts, the relationship I had with my
clients changed. In a 2008 pilot study, I explored this topic of change in more detail and finally
decided to dedicate this dissertation to research on the topic of long-term coaching relationships.
Due to the fact that we are social creatures, the quality of our interaction is worthy of
study, especially as it pertains to coaching and leadership. The motto of my coaching business
enterprise is “Helping others help themselves become successful.” That means I do not make my
clients, who are predominantly business people in management or executive positions, successful
in their particular endeavor by telling them what to do, but I help them to explore how to achieve
success. In this process, I guide them, mainly through questioning, to discover what changes in
their approaches and behaviors will lead them to better results. The longer our interaction
continues, the more depth we achieve and the more guidance I am able to offer. I have been
involved with external business coaches since 1996, initially during my work for the military,
then while working with large companies like Science Applications International Corporation
(SAIC), Computer Science Corporation (CSC), and Lockheed Martin as part of a contracted
aviation project for the US Army from 2001 to 2004. In many of these relationships, the longer
my interaction continued, the deeper the connection and guidance was allowed to grow.
The research in this dissertation combines my journey from ground instructor to trainer to
coach with the development of external coaching as an increasingly accepted profession
(Bluckert, 2006; Brooks & Wright, 2007; O’Connor & Lages, 2008; Peltier, 2010; Ravier, 2008)
for helping organizations and individuals solve personal, structural, and organizational issues.
The ground instructor certificate allows the holder to offer various kinds of ground instruction
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required of those seeking pilot certificate and ratings. Ground instructor certificates are issued
with ratings, and these determine the exact areas in which the holder may give instruction (FAA,
2007). An aircrew trainer is a person certified by the responsible Air Force Command, allowing
the trainer to develop the skills of future combat aircraft aircrews in all three facets of training.
These facets are ground training mainly in academics, simulator training, and aerial training—
using training versions of the combat aircraft in which the trainer and the student fly together for
the purpose of instruction and skill development of the student. Combining the knowledge and
experience gained from being an instructor and then a trainer helped me in becoming a coach and
eventually led me to design the current study examining the shift in relationships in long-term
coaching contexts.
Purpose of Study and Formal Research Question
The focus of this dissertation is external business coaching. External coaching means
that the company contracts with an experienced coach outside their organization to help
employees in areas identified as needing improvement, such as communication, team building,
and leadership. The experiences of internal coaching will be excluded from this study as the
focus will exclusively be on external coaching.
Kotter (2006) and Stewart Black and Gregersen (2002) spoke of needing the urgency to
change, not just in reference to the organization, but also regarding the individuals within the
organization. At this point, an external business coach can be a very helpful resource. Mink,
Owen, and Mink (1993) explained that coaching and being coached are not optional—they are a
critical part of success. External business coaches help individuals define and achieve
professional and personal goals (Hamilton, 1996). Wilkins (2003) developed a definition of
coaching that is supported by many other authors and practitioners. For the purpose of this
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dissertation, I will focus on external business coaching and based on these resources, I will use
the following definition for external business coaching in this dissertation: External business
coaching is a relationship where an external coach supports, collaborates with, and facilitates
client learning by helping a client to identify and achieve future goals through questioning,
assessment, discovery, reflection, goal setting, and targeted action.
Along with external business coaching, the current study will focus on long-term
coaching relationships. Independent research shows that the length of the coaching partnership
is typically between 6 and 12 months (Battley, 2006; Lee, 2003; Underhill, McAnally, &
Koriath, 2007; Williams & Anderson, 2005). Short-term coaching generally takes from 3 to 6
months and is intended to provide immediate feedback to the individual to help him or her
develop a plan to address specific needs and start implementing the plan. Longer term, in-depth
coaching involves a close, long-term relationship between the coach and individual to address
specific needs, and generally lasts from 6 to 12 months (Edelson, 2008). While short-term
coaching typically addresses some identified shortfall, weakness, or even a particular behavior, a
longer-term relationship can be built as familiarity develops between the coach and the coachee.
Long-term coaching allows for more meaningful personal interaction than a short-term
assignment, as the relationship develops and deepens over an extended period of time. This type
of coaching will involve more in-depth data collection and analysis with an intensive feedback
session. Generally, a coach will continue to work with the client until the plan is implemented
(Phillips, 2005).
A pilot study I conducted (Meierhoefer, 2008) showed that the role the coach plays in the
long-term relationship is not easily defined. It is my hope that the role the long-term external
business coach plays can be defined more clearly, allowing organizations to conduct a more
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focused search for coaches with the experience and knowledge required to fill a specific role.
Wasylyshyn (2003) conducted a study in which he asked respondents about external coaching
versus internal coaching. Items identified as positive attributes or benefits of external coaching
included confidentiality, objectivity, extent of experience, significant amount of coachingtraining, trust, integrity, and the fact that external coaches do not have a political agenda in
regard to the company. Early indications from my own practice, as well as the pilot study
interview results, indicated that the level of experience an external coach brings to the role is an
important factor. When awarding a coaching contract, many organizations and individuals use
the number of years of experience a coach has as the determining factor. The American
Management Association (AMA) and the Institute for Corporate Productivity (i4cp) conducted a
survey in 2008 and found a growing number of companies looking to use coaching for the
improvement of performance in their workforce. The experience of the coaches was one of the
factors found to be important in the decision to hire an external coach (Rafter, 2008).
This study takes a closer look at the relationship between an external business coach and
the person receiving the coaching. How does the relationship between a coach and a coachee
change in long-term coaching engagements (defined as more than 4 months), and how do these
changes impact the coaching process dynamics and results?
The research will explore the depth of the relationship between coach and coachee, and
the role the coach assumes. Previous research, including my pilot study (Meierhoefer, 2008),
pointed toward terms such as friend, mentor, confidante, and advisor, or even potentially coining
a new term to describe the long-term relationship between the two individuals (Goldsmith, 2008;
Hall, Otazo, & Hollenbeck, 1999). A new term might be necessary because none of the words
suggested to pilot study (Meierhoefer, 2008) interviewees were deemed sufficiently descriptive
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of the nature of their coach’s role in a long-term relationship. No participants were able to find a
description that appeared to be fitting. Therefore, it seems that previously undefined nuances of
the long-term coaching relationship need to be articulated, and a new understanding that more
completely captures the long-term coaching relationship would be useful.
Based on anecdotal evidence from many coaches, there is a shift in the relationship when
transitioning from a short-term intervention to a long-term relationship. The shift from shortterm intervention to long-term relationship in coaching is the topic of this dissertation. While
anecdotal encounters and popular impressions in the field of coaching often refer to the
differences between short-term and long-term relationships, I have not found empirical evidence
that explores this shift. Therefore, the current study intends to answer these questions:
1. How does the relationship between a coach and a coachee change in long-term
coaching engagements (defined as more than 4 months)?
2. How do these changes impact the coaching process dynamics and results?
A qualitative study using a phenomenological approach and semi-structured interviews
will be conducted to shed light on these issues and identify transferable results. The community
of subjects for this study will consist of external coaches who have all had clients in long-term
coaching relationships and who have also been coached in long-term coaching relationships
themselves. Details about the selection of participants and the methods used can be found in
chapter 3.
To access the experience of long-term coaching relationships, the population to be
interviewed for this study will be external coaches who have received coaching for no less than 6
months in length at some point during the last 3 years. In addition, these external coaches must
have at least two clients they have coached for more than 4 months. By using these criteria, I
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will interview coaches who have both received and provided coaching in long-term external
business coaching relationships.
Literature Disparity
The majority of empirical studies on coaching began appearing in the mid to late-1990s.
The International Journal of Coaching in Organizations, the Journal of Evidence-Based
Coaching, the Evidenced-Based Coaching Handbook, and the Journal of Consulting and
Clinical Psychology, which all specifically target coaching research, have been introduced to the
field of coaching and demonstrate the growing interest for empirically-based and peer-reviewed
literature on the topic of coaching. While the area is growing, the relatively brief history of
empirical research in the coaching field has left a gap in the literature.
Peltier (2010) dedicated a section of his book to the lack of empirical research about
external business coaching and Sperry (2004) expressed disdain about the missing empirical
research regarding coaching theories. Becker (2007) wrote, “while the executive coaching trend
has grown dramatically in recent years, relatively little research has been done on coaching”
(p. 3). Scriffignano (2010), while researching a related topic on executive coaching stated:
Despite executive coaching’s growing popularity as an approach to help executives reach
their professional and organizational goals, scant research has focused on the potential
relationship between leaders’ goal orientation and their level of professional development
within the context of executive coaching. (p. 2)
Hooijberg and Lane (2009) examined the effectiveness of coaching in executive
education because very little empirical research had been done in that particular area. These
sources confirmed my initial findings that there is a limited amount of empirical research
available about the shift in coaching dynamics during long-term business coaching contracts.
The current study will explore the 4-month cutoff point in these external business coaching
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relationships and look for a more refined description of the shift that occurs in the relationship
between the coach and coachee at the transition point from short-term to long-term.
The field of coaching is still a young profession. There are comparatively few academic
papers, peer-reviewed articles, or dissertations about the topic relative to more established fields
such as medicine or science. This dissertation aims to add to the available literature and hopes to
contribute toward closing this gap in the research.
Scope, Limitations, Delimitations, and Criteria for Evaluation
In this section, I will identify the limits of my research. The study intends to answer the
question: How does the relationship between a coach and a coachee change in long-term
coaching engagements (defined as more than 4 months), and how do these changes impact the
coaching process dynamics and results? The goal is to generate in-depth descriptions of these
dynamics based on semi-structured interviews applying a phenomenological approach.
To reach deep, thick description (Geertz, 1994), I will limit my interviews to an expected
population of participants between six and eight individuals who work in the external business
coaching field. For qualitative studies Kuzel, Morse, and Swanson (2001) recommended six to
eight individuals for homogenous groups. Daymon and Holloway (2002) pointed out that very
small sample sizes are typical, especially for phenomenological studies. In accordance with the
selected methodology of a phenomenological study utilizing semi-structured interviews with
experienced coaches, I followed these recommendations. Extensive descriptions regarding this
methodology are found in more detail in chapter 3.
As part of the delimitations of the study, I considered the field of coaching and my access
to participants of the study, which led to choose the area of external business coaching. There
are several other new and established fields of coaching that are not included, such as weight-
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loss coaching, relationship coaching, parenting coaching, and work-life-balance coaching. These
fields of coaching are not specifically applicable to the relationship shift in external business
coaching. While they are valid and important areas of coaching in many ways, they are outside
the scope of the current study and, thus, are excluded.
There is a wide variety of coaching models and external business coaching models.
Generally, models are useful because they offer a replicable process for researchers to apply
(Baker, Wuest, & Stern, 1992). In coaching, models provide structure in the external business
coaching process and help the coachee to follow along a preplanned path.
In exploring relevant models in external business coaching, I chose to focus on the
GROW (Whitmore, 2005a) and the RAPPORT (Bricklin, 2001) models, which will be discussed
in more detail in chapter 2. These models were selected because they are most prevalent in the
external coaching industry and offer good examples of how models in external business coaching
are applied.
Many other models, such as the stages of change/trans-theoretical model (Leddy, 2003),
the social cognitive theory/social learning theory (Siegel & Lotenberg, 2007), the theory of
reasoned action/theory of planned behavior (Hayden, 2009), the solution-focused theory
(Mcdonald, 2007), expert coaching (Hackman, 2002), facilitation coaching (Wilson, 2001),
mentor coaching (Stone, 2007), generative coaching (Kofman, Senge, Kanter, & Handy, 1995),
and STEPPPA (McLeod, 2003), were not selected because the focus of this dissertation is the
shift in dynamics in the coaching relationship. The aforementioned models do not support or
assess the shift in dynamics in the coaching relationship, and are, therefore, not as relevant to the
current study as the two selected models (GROW and RAPPORT).
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Cortes (2009) explained that differences in coaching models arise because of the nature
of coaching itself. Drawing from a broad range of theories and methodologies, coaching seeks
knowledge from many areas, including psychology, organizational theory, adult learning,
education, philosophy, business, and conflict resolution. In the current study, I focus specifically
on the shift in dynamics during the transition from short-term to long-term coaching.
To further establish boundaries, I determined that it was important for participants to be
familiar with the roles of both coach and coachee, and created a selection criterion accordingly.
Also, the long-term construct was considered in many possible iterations. I decided to select a
period of a minimum of 4 months.
By looking at the changes in the dynamics of the relationship between the coach and the
coachee at 4 months and beyond, a very detailed discussion of the search process or assignment
process between the coach and coachee can be avoided. At the point in time the current study is
searching for changes in the dynamics of the relationship between coach and coachee (at 4
months and beyond), the issue of selection or assignment has been overcome. Influences on the
relationship that stemmed from possible dislike or reservations extended by the coachee toward
the coach have been eliminated at this point. Doyle (1999) claimed that either the required
authority has been awarded at this point or the relationship has not survived to this point. As
Ting and Scisco (2006) explained, both parties in the coaching process would have already
agreed that there is sufficient rapport between them to continue the coaching relationship.
Therefore, while the search process will be discussed in chapter 2 as a relevant and basic part of
the coaching relationship, my focus on long-term characteristics of the coaching relationship
precludes the need for a high level of detail in the discussion.
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When identifying potential study participants who would meet the study requirements, I
was able to receive preliminary commitments from about 20 people. This allowed me to have
confidence that I would have a sufficient population to meet my participation goal for the semistructured interviews.
When participants select a client to discuss in the semi-structured interviews, study
limitations will be introduced that are beyond my influence. It has to be expected that the
coaches I interview have had multiple clients in their practice to whom they could refer for their
interview responses. It will be each interviewee’s decision as to which clients they choose to
focus on and share their relevant experiences regarding the dynamics they have observed and
experienced in the coaching relationship. Similarly, I cannot influence the level of recall a study
participant will have about a particular case, the willingness to release any notes or reports about
the case, or other details that might be helpful in exploring the dynamics of the relationship and
its development over time. Aspects of bias and participant reactivity will be discussed in more
detail in chapter 3.
Contents of This Dissertation
For this dissertation, the following definition of external business coaching will be used:
External business coaching is a relationship where a coach supports, collaborates with, and
facilitates client learning by helping a client to identify and achieve future goals through
questioning, assessment, discovery, reflection, goal setting, and targeted action.
Chapter 1 provided an introduction to the topic of the dissertation and explicated the
research question and the reasoning for the study. The distinction between internal and external
coaching was explained, and my positioning and history relative to the study were described.
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Chapter 2 reviews the literature relevant to this study. In this review, I will explore the
articles, dissertations, and books that describe the relationship between the external coach and
the coachee. I will supplement the coaching-focused literature with some leadership literature
that describes the challenges leaders, managers, and executives face while running their
enterprise or the part of the business for which they are responsible. In addition to focusing on
the field of coaching, I will also explore the literature relevant to my method of research.
Chapter 3 discusses the research methodology in detail. I decided to conduct this study
as a qualitative study using semi-structured interviews and phenomenology. The goal is to
discover what is happening in-depth in the long-term coaching relationship and to explore
possible reasons through interviews. It is not my goal to have a large number of interviews, but
rather, to have fewer, more in-depth sessions. Quantitative studies have results that are based on
numeric analysis and statistics. A large number of participants is favorable in a quantitative
approach because it gives the analysis more statistical power. Qualitative research approaches,
like the one in this dissertation, are focused on detailed, lived experience and have fewer
participants than quantitative studies because of the depth of the data collection. Qualitative
research does not seek samples that are representative of populations, but it does provide a depth
and richness of data not typically possible with quantitative data. Although there are fewer
participants, qualitative researchers generally learn more details about each participant
(Henninger, 2009). Hill et al. (1997) suggested that researchers randomly select participants
from a homogeneous population who are very knowledgeable about the phenomenon under
investigation. The coaches for my study fall into this category and have had experience both as a
coachee and as a coach.
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In chapter 4, I describe the results of the research, how the data were reviewed, and what
was learned. It was anticipated that the discussion and interviews would lead to the discovery of
indicators, or triggers, and possibly to exercises that coaches can use to expedite the transition to
the deep-level relationship often found in long-term coaching engagements.
In chapter 5, I draw conclusions based on the research results. These conclusions identify
what was learned in the current study, as well as highlight promising additional areas for future
research. In addition, I describe the implications for leadership and change. The coaches who
were interviewed work predominantly with people in business and I describe how the results of
the current study impact or apply to leadership, especially regarding the external coaching of
leaders in business.
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Chapter II: Literature Review
In this chapter, I will review the literature relevant to the topic of coaching dynamics. I
will first examine information about the needs from and benefits of external coaching. Then, the
review will move into various definitions of coaching and the advantages and disadvantages of
internal and external business coaching. Next, two models of coaching are reviewed and
effective coaching is explored. How external coaching relates to leadership and is separated
from mentoring, as well as distinctions between long-term versus short-term external coaching
are then covered. Finally, relevant highlights regarding the selection of a coach are incorporated.
“I never teach my pupils; I only attempt to provide the conditions in which they can
learn” (Einstein as cited in Hansen, 2000, p. 24). In this day and age, things are geared toward
challenge and competition (Ali, 1992). We are trying to be our best, hold on to our jobs, and
satisfy our customers (Finney, 2002). We are trying to be as good as we can be. Sometimes we
find out that there are areas that need improvement. While there are many able leaders, there are
also many who need coaching. Leaders need to possess skills to improve and handle businesses,
offices, and other tasks in the effort to improve personally, in their career, and in the overall
growth of the company (Donahue & Bowman, 2006; George, 2006; Hiam, 2003; Reeves, 2008).
If a manager or executive also assumes the role of a coach, the focus is on how to make
things happen. How can you become a change agent within the organization and provide the
leadership needed as a coach to handle all the obstacles and move the company forward?
However, when it comes to changing people’s behaviors or attitudes, coaching is something
different. In that sense, it is a unique training system. In this system, the coach works with the
manager to be able to alter the program for training especially in the area of skills. The coach
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also works closely with managers, enabling them to make behavioral changes that will be useful
for the growth of the organization (Rock, 2001).
Need for Coaches and Benefits of Coaching
As organizations recognize the need to retain good employees, the ability to develop
coaching skills in managers becomes a necessity (Ellinger, Ellinger, & Keller, 2003; Goleman,
Boyatzis, & McKee, 2005; Hunt & Weintraub, 2002). Three particularly relevant empirical
studies explored the role of a coaching manager in an organizational setting.
Using critical incident analysis to determine triggers and outcomes for coaching, Ellinger
(1999) explored these incidents with managers within a learning organization to assess the
overall impact of coaching as a performance improvement strategy. The results of the study
showed that internal coaching was ineffective because it included using an “autocratic, directive,
controlling, or dictatorial style; ineffective communication and dissemination of information; and
inappropriate behaviors and approaches to working with employees” (Ellinger, 1999, p. 240).
Olivero, Bane, and Kopelman (1997) found that coaching when augmenting a training
program increased productivity by 80%. Their finding supports the contentions made by Conger
and Benjamin (1999) and Goleman et al. (2002) that training alone is ineffective in sustaining
behavior change. While there was a number of potential explanations for the dramatic change in
productivity, Olivero et al. (1997) contended that two coaching aspects contributed most to the
change: goal setting and public presentation. The coaches supported clients in setting goals that
were challenging, measurable, assignable, realistic, and time-bound. There was also a feedback
loop for providing guidance to behaviors that were addressed in the training.
The benefits from coaching relationships are various. Though it may not happen
instantly, those who have been in this life-changing, but challenging working relationship can
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attest to the benefits they have received and the new behaviors they have adopted. The success
of the coaching relationship may take months to establish, as does gaining the trust of the
coachee (Osborne, 2008).
In comparison, however, the benefits of training programs are sometimes difficult to
sustain when returning to work. Managers return to their jobs and are confronted with the
challenges and the day-to-day obstacles that prevent the application of the new skills. Issues can
also arise when managers return to work and are faced with new or unexpected situations (Blau,
1999; Grubb, 1996). Coaching relationships can be very beneficial to clients. Ensuring a
positive relationship requires addressing specific client needs (Cook, 1999; Heath, 2007; Stowell
& Starcevich, 2003). While training can provide new skills, coaching aims to change behaviors
and allow clients to reach goals (Fournies, 2000; Goldsmith & Lyons, 2006; Peltier, 2010).
What Clients Need From Coaching
Conducting phenomenological studies, both Bush (2004) and Hurd (2003) found
consistent client needs in the coaching process that centered on structured development
processes. Such processes provided concrete feedback and allowed the trust and rapport between
the coach and client created during the coaching process to build. These studies identified how
the coaching process is typically established, regardless of whether the individual is finding a
coach or the organization is providing a coach to address an issue of an employee. The structure
of the process allows the participating coachee to get to know the coach, explore the style of
coaching, and observe any benefits and changes in behavior that occur over time. Bush and
Hurd supported the need to have a common base from which the coaching process can be started.
Yet, it will not always be possible to create a personal relationship between the individual who is
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ready to be coached and the coach (Goldsmith & Lyons, 2006; Whitworth, Kimsey-House,
Kimsey-House, & Sandahl, 2007; Williams & Anderson, 2005).
There are still people who are not convinced of the benefits of coaching (Anderson, 2005;
Luecke, 2004). Three main causes for their doubt can be identified. The first is uncertainty
about the boundaries between consulting, coaching, mentoring, counseling, and therapy. Earlier,
information about the boundaries of each of these concepts was provided. The second area of
uncertainty stems from difficulty in attaining a measurable return from the investment in
coaching (Goldsmith, 2008; Pulliam Phillips & Phillips, 2008; Wilson, 2007). But, extensively
measuring coaching outcomes lies beyond the scope of this study. The relationship area, or third
source of uncertainty, is focused on the ambiguity when developing, building, and maintaining
the coach-client relationship (as well as the accompanying roles, characteristics, and cultural
dynamics that are part of the coach-coachee relationship). The current study will shed light on
the shift in dynamics in the relationship between coach and coachee and might reduce
uncertainties in this third area regarding the benefits of coaching.
In the current demanding business climate, many managers find that taking a whole day
or more away from the office for training is not practical and many of the seminars and training
programs provide only some of the information and skills that are required. No matter how good
the program is, there always seems to be something else that would have completed the picture
so clients’ needs are increasingly difficult to meet. However, coaching provides an ideal way to
meet an individual’s specific development needs that broad-based training programs often do not
offer (Fournies, 2000; Kirkpatrick, 2003; Phillips, 2003). As the need for coaching increases, it
is critical that we understand the basic definition of the term coaching and some of its commonly
mistaken interpretations.
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Definition of Coaching
Many terms are used in combination with coaching, some of which overlap in meaning
and can be easily confused. To provide a better understanding, Table 2.1 presents the most
common terms related to coaching, their definitions, and the source of each definition.
Table 2.1
Common Terms Related to Coaching
Term

Definition

Reference

Coach

A person who helps someone else
to get from one place to another.

Barbara Wainwright
(personal communication,
January 23, 2009)

Coaching
(historically)

A growth-oriented personal
relationship between individuals.

Witherspoon (2000)

Coaching
(present day)

“Coaching is a relationship where a coach
supports, collaborates with, and facilitates
client learning by helping a client to
identify and achieve future goals through
assessment, discovery, reflection, goal
setting, and strategic action.”

Wilkins (2003, p. 71)

Life Coaching

“Human relationship where trained
coaches assist people to design their
future rather than get over their past.”
A long relationship.

Williams & Davis (2002,
pp. xiv-xv)

Personal Coaching

Helping people to achieve goals, navigate Auerbach (2002)
transitions, improve personal development,
and achieve the goals and vision they have
for their lives.

Business Coaching

“Business coaching is any and every
intervention that enables people, teams,
and organizations to be their very best.”

Executive Coaching Improving executive and managerial
skills, team-building abilities, leadership
qualities, all related to work and
organizational dynamics.

Taylor (2007, p. 49)

Sperry (2004)
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Health Coaching

The practice of health education and
health promotion within a coaching
context to enhance the well-being of
individuals and to facilitate the
achievement of their health related goals.

Leadership Coaching “Concerned with enabling managers to
change and encourages them to
challenge self-limiting mindsets
and to stretch for possibilities that
may previously have seemed out of
reach.”

Palmer, Tubbs, & Whybrow
(2003, pp. 91-93)

Lee (2003, p. 1)

As Table 2.1 shows, terminology in coaching is not very crisp and clean. Leimon,
Moscovici, and McMahon (2005) described a distinction between external coaching in business
and external coaching for leadership development. The distinction is the focus of the issues
addressed during the actual coaching. Leimon et al. explained that external business coaching
focuses on the success of the organization and its goals, while external leadership coaching is
oriented on the leader’s or executive’s goals.
The external business coach serves to help when leaders are promoted, when they have
issues to resolve, and when they need leadership development. After a person has been
promoted beyond their previous role, that person needs to re-establish familiarity with the tasks,
goals, and expectations of the new position. In some cases, what comes to light are areas of
underdevelopment. These lacking areas can relate to a wide variety of issues, including (but not
limited to) communication with team members, the ability to make decisions, and the tendency
to micromanage.
While many books and hundreds of articles have been written about coaching, there is a
large variety of definitions and ways in which coaching is practiced (Becker, 2007). This leads
to confusion in the coaching field regarding the number of approaches to coaching that exist;
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thus, people perceive coaching as being many different things. One of the most common
perceptions of coaching is the team sports coach—largely due to the amount of media coverage
sports coaches receive. As a result, a common perception of coaching is a tough approach, like
the football coach who is there to provide tough love, help set goals, get focused, choose the play
for the day, and deliver the all-important locker room motivational rave. The sports coach is a
valid and common type of coaching, though it is unlikely to be useful in the workplace in a
sustainable manner (Rock, 2001). As Zeus and Skiffington (2002) pointed out, sports coaching
takes mainly a win-lose approach. Doyle (1999) provided an insightful distinction between the
sports coach and the business coach:
The [sports] coach chooses the team. It’s a hierarchical, authoritarian relationship—
close, yes, and cooperative to a point. But, in the final analysis everyone knows who is
boss. The [business] coaching relationship grows from the inside out. It is not a role you
can pick up and put on like a uniform. It comes from a commitment to be a coach, not
just the desire to act like one. Being a coach means having the competencies and
attitudes that inspire the team members to grant you authority as their coach. (pp. 10-11)
A second common perception of coaching is the coach as director—the person who says
how things need to be done, such as the theatre director, tennis coach, or driving school
instructor. The perception is that the coach knows, in detail, how the coachee needs to perform
and the coach is there to show them how, to direct them, to observe what they do wrong, and to
help them improve. Again, there is an important place for this type of coaching; however, it is
not the most useful template for the workplace. The coach as expert works very similarly to a
directive management style. When coaching is combined with mentoring, a scenario such as the
coach as expert concept can unfold (Luecke, 2004; Nigro, 2008; Stone, 2007). It can be too easy
for the coach as expert in the organization to focus on imparting knowledge and catching people
doing things wrong, instead of having the more effective focus of facilitating learning that is
available in other styles of coaching.
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A third common perception is that of the counselor. Many people see the coach as the
therapist—someone to tell problems to who will help work them out. This type of coach exists.
However, the manager who has been well-trained as a coach is going to spend less time dealing
with counseling issues than one who is not (Stern, 2008; Stone, 2007; Williams & Anderson,
2005). Hart, Blattner, and Leipsic (2001) explored the difference between coaching and therapy.
Participants explained that therapy placed the emphasis on past relationships, problems, and
behavioral patterns. In contrast, all of the participants agreed that coaching is more goaldirected, action-based, and outwardly defined. To keep the distinction between coaching and
therapy clear, it was suggested that buddy-coaching, a process where one coach is coaching
another and vice versa, is important for professional development, just as a practicum or
internship is usually required in clinical training. Another good reason to have a buddy-coach
relates to the variety and complexity of organizations. Although, ideally, a coach has experience
with various organizations and industries, “it is clearly impossible to have proficiency and
expertise with regard to all issues” (Laske, 1999, p. 151) that may arise with clients. A coach’s
aptitude is inherently limited by his or her prior exposure to specific cultures and professional
experiences. Working together with fellow coaches helps to develop “a proficient methodology,
theory, and personal ability to work in a variety of environments inhabited by culturally diverse
people” (Haber, 1996, p. 34).
Finally, there is a perception of coaching associated with someone who is often not
thought of explicitly as a coach, but as a manager, friend, or colleague. This person was a useful
sounding board, someone who helped us to strive for high goals and stretch ourselves, who
believed in us and gave us lots of encouragement, and helped us to think things through more
clearly (Barvey, Stokes, & Megginson, 2009; Katz, 1984; Malloch & Porter-O’Grady, 2008).
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After reviewing a similar list of perceptions toward business coaching, Rock (2001) also
stated that one can see just how broad business coaching is, and emphasized the importance of
clear communication when discussing business coaching so that people are referring to the same
concept. In a workplace context, it is vital that an organization defines its own internal business
coaching model very clearly so managers are more comfortable with learning the skills. It can
be easy for managers to confuse business coaching with mentoring, counseling, or even
managing, and therefore, not explicitly engage in the process of learning effective business
coaching skills.
Wilkins (2003) developed the following definition of business coaching. “Coaching is a
relationship where a coach supports, collaborates with, and facilitates client learning by helping a
client to identify and achieve future goals through assessment, discovery, reflection, goal setting,
and strategic action” (p. 71).
Advantages and Disadvantages of Internal and External Business Coaches
Beyond the general definition of coaching, practitioners are distinguished as being either
internal or external. There is a view held by practitioners that external business coaches have
less organizational politics to deal with than internal coaches. Witherspoon and White (1997),
Hall et al. (1999), and London (2002) all reflected on this aspect of external versus internal
coaching. According to their descriptions, an external business coach has the advantage of being
able to concentrate on his or her individual client, group, or team without being encumbered by
office politics, other projects, or competing goals, especially when confidentiality and new views
about a business are desired, or a threat from internal competition could be expected from an
internal business coach.

30
Connor and Pokora (2007) developed an overview of advantages and disadvantages of
internal and external business coaches. Table 2.2 shows their findings combined with additional
findings from other sources in the existing academic coaching literature.
Table 2.2
Advantages and Disadvantages of Internal and External Business Coaches
Internal Coach

External Coach

Advantages

Disadvantages

Advantages

Disadvantages

Easy to meet
with coachee

Potential for disruptions
by others in the
organization

High level of
objectivity

Higher expenses (C)

Knowledge of
organization

Members of the
organization will know
about the coaching

Easy for
confidentiality

More time-consuming
due to travel (C)

Ability to network
for coachee

Hard to maintain
confidentiality

Clear lines between
work and coaching

Requires more
explanations and
getting to know
each other (C)

Aware of internal
politics

Boundaries between
coaching and other
functions dissolve

Specifically
scheduled without
interruptions

Little or no outside
monitoring (C)

Direct experience
about possible
hurdles

Less formal and
professional

Potential for better
preparation (C)

Is familiar with
people coachee
talks about

Low risk for conflicts
of interest (C)

Easy access to
internal resources

Knowledge about
other networks and
organizations (C)

Gain information
if also a supervisor
of coachee

Broader experience

Less adept, skilled,
and familiar (L)
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Benefits due to
familiarity with
company culture

Open and objective
frame of mind

Not part of the
organizational culture
(L)

Ability to make creative,
new suggestions (W)
Objective outsider (W)
Free to question and
engage even
executives (W)
Poses no threat to the
establishment (W)
Can act as a sounding
board for decision
options (W)
Highest confidentiality (H)
Anonymity (H)
Note. The letter in parentheses in the last entry for each row signifies the source of the material in that row: C =
Connor & Pokora (2007), L = London (2002), W = Witherspoon & White (1997), and H = Hall et al. (1999).

Wasylyshyn (2003) conducted a study that explored factors influencing the selection of a
coach, executives’ reactions to working with a coach, the advantages and disadvantages of both
internal and external coaches, the focal point of executive coaching relationships, identifiers for
successful coaching engagements, tools, and the sustainability of the learning and behavior
change by the coachees. Wasylyshyn also raised a question about which executives are most
likely to benefit from this development resource and presented a typology for gauging this issue.
Items identified as positive, or benefits of external coaching, included confidentiality,
objectivity, extent of experience, significant amount of coaching-training, trust, integrity, and the
fact that external coaches do not have a political agenda in regard to the company. Issues like
cost, accessibility, knowledge about the company, and its culture were identified as possible
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negatives. Overall, the study showed a positive result for external coaching and a slightly
negative result for internal coaching. Wasylyshyn confirmed assertions by Hall et al. (1999)
regarding advantages of external coaches over internal coaches. These advantages of external
coaching, like in Wasylyshyn’s study, included having a higher level of trust, confidentiality, a
broader business background, and the ability to address and discuss issues that are typically not
openly addressed in the company, especially with individuals of authority.
In their 1999 study, Hall et al. explored the advantages and disadvantages of internal
versus external coaches. They found that external coaches benefit from issues revolving around
trust and confidentiality. Because the relationship to an external coach is different and there is a
significantly more removed position between the coach and the organization, Hall et al. found
that the advantages for external coaches included their knowledge of political nuances, the
variety in business backgrounds they brought to the coaching relationship, and the fact that
external coaches do not evaluate or judge the coachees, whereas internal coaches in management
or leadership positions often must do so. One additional aspect was that external coaches are
able to address issues and express topics that would be considered unspeakable for a member of
the organization in the role of an internal coach (Hall et al., 1999).
When Merizow and Associates (2000) differentiated between training that provided
abstract principles and business coaching that provided concrete ways of changing behaviors and
performing new behaviors, he found that concretization led to more effective behaviors. In an
attempt to more explicitly define business coaching, many authors developed models of
coaching. Two of the more relevant models will be discussed in the following section.
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Models of Coaching
In chapter 1, the applicability of models in coaching and particularly external business
coaching was mentioned. To demonstrate how models can help in the coaching process the
RAPPORT model (Bricklin, 2001) and the GROW model (Whitmore, 2005a) were chosen as
examples due to their prevalence in practical application and their relevance to the current study.
Bricklin (2001) proposed a new model for external business coaching based on several
older models. These older models were the four-phased model of external executive coaching
developed by Haas and Wasylyshyn (as cited in Bricklin, 2001) that focused on personal
communication, the strategies developed by Peterson (2006), and the emotional learning model
developed by Cherniss and Goleman (2001). Bricklin indicated that the purpose for designing
the new model was to create a structure that integrated emotional intelligence, executive
coaching, organizational dynamics, assessment, and prevention in one framework. Bricklin
(2001) explained the reasons as follows:
The Cherniss and Goleman model is merely a set of guidelines to be followed when
attempting to develop emotional intelligence in organizations. While the guidelines can
be applied to executive coaching, they are not organized into a coherent model of
executive coaching. Furthermore, while Cherniss and Goleman’s guidelines address
what should be done, they did not address how to do it. Similarly, the Haas and
Wasylyshyn model and Peterson’s strategies promote emotional learning and imply many
of the guidelines suggested by Chernis and Goleman, but do not incorporate the
guidelines explicitly. The RAPPORT model, in bringing these various works together,
not only provides an executive coach with a specific model for improving emotional
intelligence, but also clarifies how to incorporate Cherniss and Goleman’s guidelines.
(p. 81)
Bricklin’s (2001) RAPPORT model is an acronym for the seven phases he identified as
key to the coaching process:
1. Rapport and building relationship,
2. assessment,
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3. providing feedback,
4. planning for action,
5. organizing change,
6. reviewing progress, and
7. thinking ahead.
The second model that is very extensively used to this day in external business coaching
is the GROW model. A clear attribution of credit is not possible. The GROW model is a
technique used in business coaching to help coachees to identify or solve problems and set goals.
The model was originally developed in the United Kingdom and exists in two versions, the one
that Graham Alexander developed in 1984 where GROW stands for “Goal, Reality, Options,
Wrap-up” and the one by Sir John Whitemore, developed in 1992 in collaboration and based on
Graham’s work, where GROW stands for “Goal, Reality, Options, Will” (West & Milan, 2001).
Max Landsberg (2004) also mentioned the GROW model in his book “The Tao of Coaching.”
These multiple authorships have led to some confusion in the clear attribution of the original
inventor of this widely used model.
GROW is very well known in the business arena, but it also has many applications in
everyday life. The particular value of GROW is that it provides an effective, structured
methodology which both helps set goals effectively and is a problem-solving process.
It can be used by anyone without special training. While there are many methodologies that can
be used to address problems, the value of GROW is that it is easily understood, straightforward
to apply, and very thorough. In addition, it is possible to apply the GROW model to a large
variety of issues in a very effective way.
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The term GROW model, like the RAPPORT model, developed from the letters that create
the abbreviation. GROW is broken into:
1. Goals: In this stage, the external business coach and the client spend significant time
working to establish which goals they desire to achieve together, both for individual
sessions, as well as in the longer term.
2. Reality: In this stage, the external business coach works with the client in a
questioning process to peel away layers (similar to layers of an onion) to identify and
clarify the actual causes, circumstances, and reasons for the problems that are need to
be overcome, ensuring that the focus is not sidetracked by false assumptions. Issues
and problems of the current reality are identified and recorded, not solved or tackled.
3. Options: In this stage, the coach and client attempt to identify the desired behaviors
and changes that the external business coaching sessions will work to create and they
design a path toward the achievement of the overall goal or vision.
4. Wrap up or Will: In this stage, an action plan is developed that describes the specific
steps the client is going to take to reach the goal. In addition to the steps forward,
potential hurdles that could arise and have to be overcome are also identified. The
external business coach and the client agree on the resources needed, the commitment
to actually take the steps described in the plan, and the nature of continued support.
Both the RAPPORT and GROW models are relevant to this study because they describe
a process that is very frequently applied by external business coaches who will be interviewed
for this dissertation. Therefore, knowledge of the two models informs how external business
coaching is conducted in general, as well as specifically in the context of the current study.
Beyond understanding the basic definition of business coaching and two of the most relevant
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models of business coaching, it is important to explore the literature relating to what makes a
coach effective.
Effective Coaching
What makes a good coach? An effective coach defines the boundaries of the coaching
relationship with each manager. Heathfield (2000) described that a coach must find a balance
where the boundaries of interventions are pushed, but within limits, and where the promotion of
success of the group and of the individual itself is the main focus. Although the coach has a
significant role to play in the process, it is important to make sure that coaching does not occur in
a controlling manner. The coach does not have all the control and should not dictate the actions
and the decisions of the coachee. The relationship is more of a partnership between the coach
and the coachee. The two must form a partnership to be able to make good decisions, good
choices, and benefit the growth of the organization or the individual being coached. Heathfield
emphasized that a good coach must have knowledge, effective communication skills, a welldeveloped relationship, and the competence to generate impact and change for the coachee.
Based on Heathfield’s (2000) work there are four attributes central to being an effective
coach:
1. A coach must be a good source of knowledge and resources. There will always be
times that the coachee will seek the opinion of the coach—most frequently when the
coachee is uncertain about a particular situation. Being armed with knowledge, to
prepare for bombardment of difficult and delicate questions is advantageous. A
coachee will not normally ask a coach something if the answer is already known, but
there will be times that the coachee may seek reassurance from the coach. A coach
can enhance the coachee’s self-esteem by asking what the coachee thinks. The role
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of a coach is to enhance and strengthen the competency of the person being coached
and not to display the coach’s knowledge by stating answers or sharing facts. In
unfavorable circumstances, a coach needs to be honest. It would be much more
acceptable for a coach to state that more research is needed, rather than pretend to
know an answer and then ruin or risk their reputation and credibility as a coach.
2. A coach must assist the coachee in developing an opinion about and solutions to
problems. People are generally aware of the right and appropriate thing to do. So,
task of a coach is to draw the answers from the coachee. Instead, when a coach
provides answers, the person being coached tends to adopt the coach’s opinion as
their own and does not learn to apply their own critical thinking. Coaches must use
Socratic questioning such as “What do you think are a few options? What are the
possible solutions? How do you want things to turn out?” Once the coach has made
the coachee analyze and answer questions, the person being coached will most likely
gain ownership of the decision and strengthen their decision-making skills.
3. A coach must have finely honed communication skills. A coach should listen more
than talk and hear the particular needs of the person being coached. All situations are
not the same and cannot be handled the same way. A coach should provide complete
attention. Aside from the things the coachee naturally shares with the coach, it is
advisable to dig deeper and be observant of the coachee’s facial expressions,
movement, and body language. The coach must take note of the person’s tone of
voice and patterns of expression.
4. A coach must remember the role of an educator. It is the coach’s role to be able to
educate those being coached and work with them, hand-in-hand, to support them
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when they need help. It is not the coach’s goal to do everything for them; instead, it
is a goal to enable the coachee to be more self-sufficient. Just as the Chinese proverb
says, “Give a man a fish and you feed him for a day. Teach a man to fish and you
feed him for a lifetime” (National Research Council, 2008, p. 106). A coach wants to
arm the coachees with the abilities they need: the tools, the knowledge, and the skills
to achieve their goals.
With these four attributes in mind, it is helpful to review how leadership relates to coaching. It is
reviewed here both as a part of coaching, and also as a fundamental part of the scholarly,
academic community for which this dissertation is created.
Leadership is Part of Being an Effective Coach
Leadership qualities. Coaching and mentoring in business will always be intertwined
with leadership. According to Blanchard (2005), “coaching and leadership go hand in hand”
(p. 128). Gurvis and Payne (2007) stated that effective guidance relies on coaching, leadership,
and motivation. “Rather than being clear-cut and distinct, these factors are intertwined” (Gurvis
& Payne, 2007, p. 99). A person will rarely be an effective external business coach if they do
not have leadership skills (Ashby & Phillips, 1999). Frank (2005) summarized the 10 essential
attributes of effective leadership (see Table 2.3).
Table 2.3
Leadership Attributes (Frank, 2005)
Leadership Attribute

1

Visionary

Description
A good leader has the ability to create vision, a good picture of
what is in the future, and a vision of where they desire their
organizations to be years from now. Leaders will be able to
improve both their quality and acceptance of their vision by
taking a partner like their peers, an executive team, and the
main employees within the organization and even outside
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consultants. To be able to have a good vision you should
possess lots of ideas and have a lot of people to maintain what
they help to generate.

2

3

4

5

6

Inspirational

Once a vision is recognized, tremendous leaders can move each
person in the corporation to get onboard. Employees in great
organizations are passionate about what they do. This
inspiration extends to customers, investors, suppliers, boards of
directors, and all other stakeholders. This does not mean good
leaders have to be charismatic or great public speakers, though
some are. Leaders may inspire by example or in low-key ways.
Every word and action demonstrates their passion for the vision.

Strategic

Strategic leaders are clear and directly face the strengths and
weaknesses of their own organizations, as well as their external
opportunities and threats. They think in terms of leverage,
fishing where the big fish are, and partnering to gain market
advantage. While interested in one sale, they would rather
create pipelines and strategic alliances that generate thousands,
or hundreds of thousands of sales.

Tactical

Wired like businesspeople, good leaders are bottom-line
oriented and extraordinarily committed to results. They thrive
on facts, figures, numbers, and data. They are interested in
return on investment (ROI) and profits. If not numbers-oriented
themselves, they surround themselves with strong financial
talent.

Focused

Persuasive

Once vision and mission (a brief, clear statement of the reasons
for an organization's existence) are established, good leaders
achieve what they set out to do before launching new initiatives.
By contrast, poor leaders may have dozens of conflicting
programs and priorities. Leaders with 20 priorities essentially
have no priorities.
Not necessarily salespeople, good leaders can bring others to
their point of view using logic, reason, emotion, and the force of
their personalities. They motivate by persuasion rather than
intimidation. The key here is the leader speaking from his or
her heart.
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7

8

9

10

Likable

Good leaders are people-centric. They may be scientists,
engineers, or technical experts by background, but they
recognize interpersonal skills are paramount. They display high
degrees of emotional intelligence, and thrive on finesse and
likeability. They want to be liked—and they are. Again, the
key is what is inside the leader. Likeability comes from the
inside out.

Decisive

Sometimes shooting from the hip, good leaders can make
decisions quickly—often with incomplete data. As Theodore
Roosevelt said, “In any moment of decision, the best thing you
can do is the right thing, the next best thing is the wrong thing,
and the worst thing you can do is nothing” (Manser, 2001,
p. 65). Rarely is a leader able to get 100% of the information
needed for a decision. Typically, decisions have to be made
with only 80%, or even only 60%, of the information available.

Ethical

Good leaders are direct and straightforward. They set clear
performance expectations and hold people accountable. This
requires being direct and truthful, which can be difficult but,
more often than not, it is natural for the principle-based leader.
Good leaders know it is hard to beat the truth.

Open to Feedback

Good leaders are open and dedicated to lifelong learning. They
seek feedback about their performance through direct
conversations and objective tools such as 360-degree reviews.
Seeking continuous improvement in their companies, they also
seek it for themselves.

Frank (2005) provided this comprehensive list of leader attributes to develop a foundation
from which one can improve existing skills. As mentioned earlier, a good coach needs to have
leadership skills. To be an effective coach, different leadership styles also need to be part of a
coach’s portfolio and repertoire.
Leadership styles. Aside from possessing the qualities of a good leader, one must also
understand the different leadership styles and know when to use them. These leadership styles
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are based on Jung's eight psychological types and are directly related to Myers-Briggs Type
Indicator preferences. Lyken (1995) summarized these psychological types and suggests for a
modern leader to:
1. develop flexibility to be able to use any of the styles,
2. recognize the different demands of each situation,
3. adapt appropriately, by using the style(s) that will give optimum success, and
4. ensure one's own needs are met, which, in some circumstances, may have to be in
situations other than the one of current leadership (i.e., outside of work or in peer
support groups).
Leadership in the 21st century demands that you recognize your own strengths and
exploit them, but also that you have an ability to adapt your style to different situations to
achieve the maximum effectiveness. Having established what coaching is and how it fits into
leadership (as a tool to improve leadership and as a skill to apply when leading), it is necessary
to establish boundaries between coaching and other related fields. One such field (sometimes
confused with coaching) is mentoring. In an effort to clarify the difference in the concepts of
coaching and mentoring, I will explore the general construct of mentoring and then describe the
similarities and differences between mentoring and coaching.
Overview of Mentoring
Arnold (1997), Ensher, Heun, and Blanchard (2003), Kram (1983, 1985), Kram and
Isabella (1985), and others explained the basic benefits of mentoring. According to their
research, the psychosocial and role modeling elements of mentoring enhance competence,
clarification of identity, and effectiveness of the executive. The vocational role is more the
traditional role related to sponsorship, access to choice assignments, and deflection of blame
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from the protégé. Kram (1983) described the phases of the mentoring relationship. Ragins
(2002) and Ragins and Scandura (1999) wrote about the effects of mentor type, relationships,
program design, and various gender issues in mentoring. Perhaps one of the most interesting
aspects of Ragins’ (2002) discussion of program design was the conclusion that mentoring is not
a simple one-size-fits-all matter.
Satisfaction with the mentoring relationship on the part of the executive accounted for
more of the ultimate results than the type of mentor or even the presence of a mentor (Ragins,
2002). Furthermore, Allen, Eby, and Lentz (2006) found a formal mentoring program should be
designed to emulate the psychological processes of an informal mentoring experience, which is
believed to achieve a greater satisfaction on behalf of the mentee. Therefore, the basis under
which the mentor is assigned or found, for any specific case, seems of critical importance.
Coaching Versus Mentoring
Coaching, just like mentoring, is a process of enabling individual and corporate clients to
have the ability to achieve their full potential. Coaching and mentoring share a few similarities
such as being able to assist in searching for needs, motivations, desires, and skills, and by means
of processes to facilitate the individual in making real, lasting change (Lantz, 2004).
Questioning techniques can allow clients to sort thought processes and distinguish between
established areas of achievement and areas requiring new solutions. The coach then supports the
client in finding solutions, while keeping the whole person in mind (Wood, 2002). Coaching and
mentoring can make a difference in assisting the client in developing suitable goals and ways of
finding the relation of these goals, as well as scrutinizing, listening, and inquiring to be able to
understand the client's condition. Both also possess the ability to be innovative and apply tools
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and means including one-to-one training, facilitating programs, counseling, and networking
(Mullins-Gunst, 2003).
In addition to the above mentioned similarities between coaching and mentoring, Britnor
(1999) stated that coaches and mentors also both have the ability to maintain unconditional
positive regard for the client, which means that the coach is, at all times, supportive and nonjudgmental of the client and their views, lifestyle, and aspirations. Both the coach and the
mentor can ensure that clients develop personal competencies and do not develop unhealthy
dependencies on the coaching or mentoring relationship. Coaches evaluate the outcomes of the
process, using objective measures wherever possible, to ensure the relationship is successful and
the client is achieving their personal goals. Coaches encourage clients to continually improve
competencies and to develop new developmental alliances where necessary to achieve their
goals. Coaches work within their area of personal competence, possess qualifications and
experience in the areas that skills-transfer coaching is offered, and manage the relationship to
ensure the client receives the appropriate level of service and that programs are not too short or
too long (Fankhauser, 2008).
Some leaders confuse coaching with mentoring. Mentoring involves the help of one
person for another (Megginson, 2006) and can be short-term or long-term, and supports learning
and development leading to performance improvements (Parsloe & Wray, 2000). On the other
hand, coaching addresses change (Connor & Pokora, 2007) and sustainable increases in
effectiveness in the lives and careers of coachees (Rogers, 2004).
To indicate the boundaries between coaching and mentoring, examples of mentoring
definitions are offered. The Urquhart Partnership (2009) distinguished mentorship as:
The passing on of knowledge by a more experienced, possibly older person, to a less
experienced one, through enabling a better understanding, providing guidance and
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support. . . . [While] we define coaching as supporting individuals, teams and/or
organizations on their development journey to become the people and success stories
they've only dreamt about in the past. (para. 3)
Bozeman and Feeney (2007) stated that mentoring involves communication and is
relationship based. Their definition is that:
Mentoring is a process for the informal transmission of knowledge, social capital, and the
psychosocial support perceived by the recipient as relevant to work, career, or
professional development; mentoring entails informal communication, usually face-toface and during a sustained period of time, between a person who is perceived to have
greater relevant knowledge, wisdom, or experience (the mentor) and a person who is
perceived to have less (the protégé). (p. 719)
Sweeny (2001) defined mentoring as the all-inclusive description of everything done to
support a protégé in orientation and professional development. Higgens and Kram (2001),
focusing on the business world, described a mentor as a person who provides career and
psychosocial support to an executive.
The early writings about mentoring originate from the theories of organizational
dynamics, career development, and life cycle theory as was mentioned in the writings of Dalton,
Thompson, and Price (1977); Kram (1983, 1985); and Levinson, Darrow, Levinson, and McKee
(1978). Mentoring, in its simplest form, is a relationship between two people wherein the two
find the relationship to be beneficial with regard to one or both of the individuals’ career
development.
A more sophisticated view is that an individual has many mentors in many networks.
Social network theory tells us that leadership effectiveness is a function of networks and the
impact of networks on performance was discussed by Sparrowe (2001). The theory of
developmental networks tied mentoring and social network theory together and claimed that
different types of mentoring networks may be effective for the individual depending upon certain
circumstances (Higgins & Kram, 2001).
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Now that a clear distinction has been drawn between mentoring and coaching, a more
detailed look at long-term coaching will shed light on the time component. The aspect of
relationship length is relevant because the current study reviews the shift in coaching dynamics
in long-term coaching relationships.
Long-term Coaching
After several months of working together, the relationship between the coach and the
coachee can change dramatically. Rapport has been established and it is now easier to trust each
other and work hand-in-hand. The coach can have the ability to build confidence and help
improve the performance of the coachee (Duxbury, 2003). Duxburry (2003) also stated that the
relationship of the coach and the coachee can help to increase the individual competence of the
coachee by helping them assess their strengths and weaknesses, facilitate career planning, and
assist with professional and personal development.
Herrmann (2003) stated that coaching has a specific language that does not focus on
distributing knowledge, but rather on helping and encouraging individuals to realize that they
have the power and the ability to make decisions. Trust and effective, open communication are
just a few of the things that can often be developed when people engage in long-term coaching.
Allan (2007) expressed that, because of these established coaching relationships, people can now
build stronger working relationships between the coach and the coachee, and they can have the
openness to convey whatever ideas and information would contribute to the betterment of the
company.
All the described benefits are available to a coachee as part of the relationship with the
coach, provided the coachee will work equally and be open to change and accept criticism in a
positive, receptive way. C. Osborne (2008) pointed out that it takes two people to make things
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work, therefore the success of the coach and coachee relationship depends entirely on all those
who take part in it.
As demonstrated, the long-term relationship between the coach and the coachee has
significant impact on the results of the coaching process. However, before a coaching
relationship can develop to the long-term level, key decisions are made in the selection process
of coaches. The following section examines important areas to consider when choosing a coach.
Choosing a Coach
When choosing a coach, a number of options are available. For a person in the decisionmaking role (i.e., a human resources employee, manager, or leader), a selection of opportunities
can be provided for employees to experience worthwhile external business coaching interactions.
Providing more and varied opportunities for coaching sessions helps overcome the work and
personal constraints limiting each employee. Some employees may not be able to attend
lunchtime sessions or work with a coach after hours. These same employees may instead benefit
from contributing to forums or a wiki. Making multiple coaching options available also caters to
employees’ varied learning styles. This does not mean that an employer needs to provide more
than one workplace coach per employee. Setting up a message board or paying for professional
memberships can help provide this expanded array of options (Allan, 2007).
For selection of individual coaches, the best way to proceed is to initially identify the
individual’s desired areas of improvement. Articulating detailed goals for improvement allows
for focused and directed searches across the Internet, as well as in profession-specific magazines
and other publications. International organizations such as International Coach Federation (ICF),
Worldwide Association of Business Coaches (WABC), and International Consortium for
Coaching in Organizations (ICCO) provide checklists and questionnaires employers can use to
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initially identify suitable external business coaches. Each of these organizations also offers
direct contact data for the external business coaches who have graduated from their programs.
Engaging with coaches who offer services in the desired area of improvement and then
interviewing each coach is a crucial step in selecting a coach. Similar to a job interview,
checking the references provided by the coach creates clarity before a decision is made to
contract with a specific coach. As Doyle (1999) pointed out, the relationship between the
employee, manager, or executive and the coach is something that develops from the inside and
involves trust and many other important aspects that influence this relationship. To determine
what coach to hire, the options discussed above should be reviewed.
The external business coaches who will participate in this study all have gone through
some sort of selection process when selected by their clients. Below is a sample of one of the
questioning processes employers might have applied.
Dutton (1997) developed a list of questions that executives should ask when deciding
whether to hire a coach:
1.
2.
3.
4.
5.
6.

Are you willing to think beyond what you currently believe and assume?
Are you committed to operating at the leading edge?
Are you willing to restructure your life?
Do you recognize that people are one’s most valuable asset?
Are you committed to being a visionary leader?
Do you need to maintain a high level of accomplishment? (p. 16)

When the questions relating to need for a coach and the selection of possible questions,
references, and recommendations by leading coaching organizations have been explored, a
selection by fit and background might be added. The following section provides a glimpse into
the research on coaches’ background to illustrate what data individuals and employers who plan
to hire an external business coach have available before committing to any particular individual.
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Research Data About Background of External Business Coaches
Besides using questionnaires, checklists, and references, employers or individuals
considering selecting an external business coach can utilize research data. Figure 2.1 below
(Pennington, 2009) shows that a significant majority (more than 70%) of external executive
coaches are from a business background (either as an executive, consultant, or both), or from
human resources, leadership and development, or training. In some cases, external business
coaches have a clinical or psychology background (9%). Liljenstrand and Nebeker (2008)
conducted a survey of 928 U.S. based coaches and showed that 18% had backgrounds in
occupational psychology, 23% in clinical psychology, and 50% in academic business. The
adjusted results for academic backgrounds are occupational psychology at 7% and clinical
psychology at 9%.

Figure 2.1. Background of external business coaches (Pennington, 2009).
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From a sample size of 1,190 executive external coaches, the distribution of experience
was as displayed in Figure 2.2.

Figure 2.2. Experience of external business coaches (Pennington, 2009).
Using guidance from the established international organizations, federations, and
associations; the application of interview and hiring checklists; and support from the research
data supporting the value of experience and background knowledge of a coach allows an
organization or an individual to make an informed decision when contracting with a coach.
There are many more examples of selection processes available. The information provided here
was limited because the selection process itself is not a focal part of the current study.
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The literature reviewed above provided an overview of the boundaries of the current
study, aspects of coaching reviewed from relevant literature, and explicated how the current
study will enhance scholarship in the field of long-term external business coaching. The
following chapter 3 will describe the methodology chosen and provide reasoning for the
selection of phenomenology over other possible approaches.
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Chapter III: Methodology
This chapter provides the reasoning for the methodology I have chosen for the study. It
will explore and describe the qualitative method in general, and phenomenology in particular. In
addition, I will show what kind of interview technique I selected and why. Furthermore, I will
introduce the population of study participants.
Positioning the Researcher
I am both emic and etic to the research in this dissertation. I am emic because I am a
practicing coach, which gives me an insider’s perspective and practical knowledge about the
methods, pitfalls, and circumstances of coaching managers, executives, and business leaders. I
am etic because of the nature of the research as a qualitative study in which I will not depend on
my views or opinions, but on the information provided by the subjects of this study in
combination with the application of relevant academic studies and literature.
Regarding the methodology selected for this study, I found myself in the middle of
philosophy developed by my German ancestors and currently practicing critical theorists—first
and foremost, Jürgen Habermas. As he found his roots in several international philosophers, and
especially in Emanuel Husserl, the father of modern phenomenological research, I have the good
fortune to be able to review material relevant for the research methodology in its original
German sources. That includes the fundamental aspect of epoche, translated into English as
bracketing.
Epoche means to bracket or surround the meaning of something without looking at its
factual content. This is achieved mainly by suspending judgment or prejudice. It is meant to
reduce the focus purely on a phenomenon, without asking about causes or facts. It does not
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matter whether the phenomenon is real, dreamed, or plausible. The special applicability, then,
comes from the opportunity to concentrate on the experience of a person.
This concentration is known as the blickstrahl of a person—a person’s interpretation of a
situation or experience combined with the previously existing knowledge to form a life world (a
lebenswelt). It really only applies to that person in that particular circumstance (Welz, 1996).
Looking for this blickstrahl, while applying epoche (bracketing) and reflecting on the
words provided by my interviewees will lead to meaning-units and emergent and relevant
themes. Ultimately, it will also lead to the description of the phenomenon I trust to find in the
shift in coaching dynamics during long-term business coaching contracts.
Qualitative Methods in General
There are some powerful arguments for using a qualitative approach in the study of the
complex and intimate field of coaching. For example, qualitative methodologies permit an
examination of the events from the respondent's perspective. By avoiding the determinism of an
imposed, a priori categorization (Strauss & Corbin, 1990), as is the case in quantitative
questionnaires, the respondent's reality can be more fully reflected. A second argument for
qualitative research is that such an approach empowers respondents—it casts them as
participants rather than objects in the research process (Heron, 1996).
Furthermore, through qualitative research, respondents are invited to paint a rich,
textured, and colored picture of the events under study (Cassell & Symon, 1994). The “power
and eloquence” (Viney as cited in Bitner, Booms, & Tetreault, 1990, p. 560) of a respondent's
own words are difficult, if not impossible to replicate in quantitative research.
Traditionally, researchers defined a research hypothesis and then looked for support or
lack of support for those hypotheses through tests, surveys, and statistical methods. Recently,
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researchers are applying a more diverse approach including quantitative and qualitative research.
Qualitative research seeks out the “why” and the “how” for specific topics. Information is
gathered in the form of interview transcripts, recordings, emails, notes, feedback forms, photos,
and videos. According to Ryder (2009), quantitative studies rely on statistics and numbers,
while qualitative research focuses more on the person’s attitude, behavior, value system,
concerns, motivations, aspirations, lifestyle, and cultures.
Pollock (1990) stated that the first in a line of methods is the empirical method. This
method explores samples and different kinds of life experiences most often in a narrative form.
In a qualitative study, the main source of all the data and results is lived-experience—there will
always be a need to analyze and interpret and all information should be reported exactly as the
respondents express it.
Just like any other methodological approach, qualitative research has its strengths and
weaknesses (Key, 1997). The good thing about a qualitative study is that it produces more indepth, comprehensive information in which participants use subjective information and
observations. Qualitative methods permit the researcher to study selected issues, cases, or events
in depth and detail. Data collection is not constrained by predetermined categories of analysis,
allowing for a level of depth and detail that quantitative strategies cannot provide (Patton, 2002).
According to Weiss (1998), the following points are advantages of qualitative data
analysis:
1. greater awareness of the perspectives of program participants (or product users),
2. capability for understanding dynamic developments in a program (process) as it
evolves,
3. awareness of time and history,
4. sensitivity to the influence of context,
5. ability to “enter the program scene” without contrived preconceptions . . . a more
fluid approach to finding out “what’s happening,”
6. alertness to unanticipated and unplanned events. (p. 253)
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Having covered the general aspects of qualitative research, I will now describe
phenomenology. Afterward, I will break down the approach chosen for this dissertation.
Phenomenology
This dissertation will apply a phenomenological approach. Phenomenology is a method
developed in the early 20th century by Edmund Husserl (1913). He had a number of followers at
the universities of Göttingen and Munich in Germany. The term phenomenology comes from the
Greek words phainómenon, meaning “that which appears,” and lógos, meaning “study.” Husserl
thought that phenomenology could provide a firm basis for all human knowledge, including
scientific knowledge, and could establish philosophy as a rigorous science.
The goal of this method is to gather the experience of the study participants with regard
to the topic. This will enable a deeper understanding of the whole life experience from different
points of view.
According to Davis (2001), phenomenology raises different types of awareness because
of the basic intentional structure of consciousness we find when we reflect and analyze different
forms and experiences. Based on Smith’s (2007) examples, these types of awareness are:
1. temporal awareness (thinking with the use of your consciousness),
2. spatial awareness (thinking with the use of your perception of your environment also
known as horizontal awareness),
3. awareness of one’s own experience,
4. self-awareness (ability to think of self in different roles),
5. awareness of one’s movement,
6. awareness of the purpose or intention of the action,
7. awareness of other person,
8. linguistic awareness, and
9. social interaction (daily life activities and they do in a day-to-day basis). (section 1,
para. 7)

55
In addition to the work of Husserl, there is an extensive history of phenomenology to discover.
The history explains some of the fundamental aspects of this method.
History of Phenomenology
Phenomenology’s history started in the first half of the 20th century and was launched by
Edmund Husserl, Maurice Merleau-Ponty, Martin Heidegger, and Jean Paul Sarte (Smith, 2007).
Many intelligent discussions and debates about the methods and characteristics of
phenomenology continue to this day.
Husserl was primarily responsible for phenomenology in the sense of epistemology that
was introduced by Descartes, and ontology, sometimes known as metaphysics, which refers back
to Aristotle and Plato. Historically, phenomenology has been used by Hindu and Buddhist
philosophers. Different states of consciousness were described and it was the goal of the
practitioners to achieve these states of consciousness.
Descartes, Kant, and Hume practiced phenomenology when they were characterizing the
states of perception, thought, and imagination. Phenomenology was also used when Brentano
classified different varieties of mental phenomena, defined as the directness of consciousness.
Another very evident practice of phenomenology was when William James was appraising the
kinds of mental activity that are in the stream of consciousness and includes their embodiment
and their dependence on the habit. Most recently, philosophers of the mind have addressed the
issues of the difference between consciousness and intentionality by the use of phenomenology.
While phenomenology has many roots, it truly blossomed in the time of Husserl.
Phenomenology is experiencing a renaissance. Researchers have realized that technology
cannot deliver the same results and level of depth achieved with phenomenology.
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Based on Husserl’s early work, a follow-up study on phenomenological writing came
about during the first half of the 20th century. Traditional phenomenology and its diversity were
evident in the Stanford Encyclopedia of Philosophy (2008), which features different sets of
articles on the same topic regarding the seven types of phenomenology.
In his logical investigation, Husserl (1901/2001) outlined a complex system of
philosophy, which transitions from logic to philosophy of language and then to ontology, and,
lastly, to theory on intentionality ending in the theory of knowledge. Smith (2007) described
Husserl’s view of phenomenology as the science that deals with the essence of consciousness,
centered on the trait of intentionality, and approached openly in the first person.
Husserl’s Ideas on a Pure Phenomenology and on a Phenomenological Philosophy
The general introduction to pure phenomenology started in 1931 and Husserl (1931)
defined phenomenology as descriptive analysis regarding the essence of pure consciousness. He
also defined pure, sometimes referred to as transcendental phenomenology, as a priori (or
eidetic) science, or essential Being. He also distinguished between pure phenomenology and
empirical psychology, and between transcendental and psychological subjectivity. Zahavi and
Stjernfelt (2002) stated that Husserl saw phenomenology as a science of essences, while he saw
psychology as a science of the facts of experience.
Husserl (1913) developed his four ideas of phenomenology:
1) the nature and knowledge of essential being,
2) the fundamental phenomenological outlook,
3) procedure of pure phenomenology in respect of methods and problems, and
4) reason and reality.
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He was also able to distinguish between phenomenology as a science of pure consciousness and
psychology as a science of empirical facts. For him, this realm of pure consciousness is distinct
from what is known as the realm of real experience. Husserl further explained that
phenomenology is also known as a theory made of pure phenomena and that this theory is not a
theory that comes from actual experiences.
Essential being must be distinguished from actual existence just like the pure ego should
be distinguished from psychological ego. These essences are not real, yet the facts are real. The
realm of transcendentally reduced phenomena is not real, while the realm of actual experiences is
real. Therefore, phenomenological reduction may lead to knowledge with essentially real
knowledge of the essentially not real. In a sense, it defies concrete, empirical facts.
Husserl (1936) explained our consciousness as intentional and as directed to an object.
Intentionality is a known property of directedness, which is geared toward an object.
Consciousness can have an intentional and a non-intentional phase, but this intentionality is what
gives consciousness its own objective meaning.
Husserl (1929) said the cogito that is what we think is known as the principle of pure ego.
Pure ego then performs the acts of consciousness that may be clearly or transcendently intended.
An intentionally performed act of consciousness refers to objects that are within the same ego, or
belong to a stream of consciousness that is similar. However, the transcendently directed acts of
consciousness refer to objects that are outside the ego and belong to another flow of
consciousness. Objects of consciousness are embodied or unembodied things that can be
perceived or consciously experienced.
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Significantly influenced by the early work of Husserl, Merleau-Ponty followed Husserl in
the development of phenomenology. To get a better grasp of the evolution of the method, the
following is a look at this researcher.
Merleau-Ponty’s Phenomenology of Perception
In his study involving phenomenology of perception, Merleau-Ponty (1945), defined
phenomenology as a study of essences of perception and consciousness. He also stated that
phenomenology is a technique of unfolding the basis of our perceptual interaction with the world
around us. Phenomenology is taking into consideration the fact that it will be providing a
straightforward description of human understanding.
Perception is just the setting of the occurrence that guides each and every conscious
action. The world is a ground for perception and human consciousness and also assigns
connotation to the world. We cannot separate ourselves from our perception of the world.
This is why Merleau-Ponty argued that both customary empiricism and rationalism are
insufficient to explain the phenomenology of awareness. Empiricism maintains that situations
and events are the main source of facts, and that facts are derived from sensory perceptions.
Rationalism maintains that cause is the chief source of information, and that information does
not depend on sensory perceptions. He also stated that traditional empiricism does not explain
how the nature of consciousness defines our perceptions, while rationalism does not explain how
the nature of our perceptions determines consciousness.
Perception is an arrangement of meanings in which an object is being recognized. The
person’s intentions are to perceive an object that is reflected in the area to which the phenomenal
object must belong. Merleau-Ponty also argued that consciousness is not just a representative
function and a power for signification. Consciousness, then, is known as a projective activity
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that may develop sensory information beyond the person’s own specific importance and can
express spontaneous movement.
Phenomenology as a Discipline
The domain of study, the methods, and the main results that occur with phenomenology
define it as a discipline. It studies the structure of conscious experience as it is being felt or
experienced by the first person’s point of view, as well as the relevant conditions of this
particular experience. The main framework of the experience is its intentionality; this is the way
it is being directed through the contents or meaning and toward a certain object in the world.
We all go through different types of experiences that include imagination, perception,
emotion, volition, desire, thought, and action. These experiences do not only cater to those
relatively passive events such as hearing or seeing a certain event, but it also involves also those
active experiences like jogging, kicking a ball, or cutting wood.
Conscious experiences are unique because we experience the event, as well as live and
perform the event. There may be other things in this world we observe, but we do not experience
those events and we do not have the opportunity to live and perform them. The nature of
conscious experience is an essential feature of the first-person’s point of view and the sharing of
these essential features is the purpose of phenomenology.
How is Conscious Experience Studied?
When studying conscious experience, one must reflect on the various kinds of
consciousness from their first-person point of view. We do not always characterize an event
during the time that we are experiencing the event. In the time of the event, we may be
overpowered by a state of extreme anger or fear that distracts our consciousness and focus.
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Instead, we are able to get back the feeling of that particular experience by reflecting and
recalling what we felt.
The Center for Advanced Research in Phenomenology (CARP) (2002) provided
summaries and new perspectives for this field. After studying a large number of historic and
current resources, they developed a summary of accepted features regarding phenomenology.
Seven Widely Accepted Features of the Phenomenological Approach
Phenomenologists often conduct research in means that divide the majority of the
following features:
1. Phenomenologists have a propensity to go against what is acceptable and
unobservable things and grand systems erected in tentative thinking.
2. Phenomenologists have a propensity to counter naturalism (the worldview rising from
modern natural science) and technology (scattering from northern Europe since the
Renaissance period).
3. Phenomenologists have a propensity to give good reason for cognition and reference
to what Edmund Husserl called evidenz, that is, being aware of a matter in the most
obvious, diverse, and sufficient way.
4. Phenomenologists have a propensity to consider objects in the natural and cultural
worlds, as well as ideal objects like numbers—and believe that the mindful life itself
may be made obvious and, thus, known.
5. Phenomenologists have a propensity to grasp that inquiry should focus on
encountering as it is geared toward objects, and also, objects as they are encountered.
6. Phenomenologists have a propensity to identify the task of description in universal, a
priori, or eidetic terms, meaning of causes, purposes, or grounds.
7. Phenomenologists have a propensity to dispute whether or not Husserl’s claims of
transcendental phenomenological epochê and reduction are helpful, or even possible.
(CARP, 2002, para. 2)
In Being and Time, Heidegger (1927/1977) claimed “not to pursue ethics while discussing
phenomena ranging from care, conscience, and guilt to falseness and authenticity” (p. 151).
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However, an explicitly phenomenological approach to ethics emerged in the works of
Levinas (1930/1969), a Lithuanian phenomenologist influenced by Husserl and Heidegger in
Freiburg before moving to Paris. By modifying themes drawn from Husserl and Heidegger, in
Totality and Infinity, Levinas (1961/1991) focused on the significance of the “face of the other”
(p. 21), explicitly developing grounds for ethics in this area of phenomenology, and writing an
impressionistic style of prose with correlations to religious experience.
Political and social philosophy are allied with ethics. Sartre and Merleau-Ponty were
politically engaged in the 1940s in Paris, and their existential philosophies (phenomenologicallybased) suggest a political theory founded in individual freedom. Sartre later sought an explicit
blend of existentialism with Marxism. Still, political theory has remained on the borders of
phenomenology. Social theory, however, has been closer to phenomenology as such. Husserl
analyzed the phenomenological structure of the life world (Lebenswelt) and geist, generally
including our role in social activity. Heidegger stressed social practice, which he found more
primordial than individual consciousness. Schutz developed a phenomenology of the social
world. Sartre continued the phenomenological appraisal of the meaning of the other, the
fundamental social formation. Moving outward from phenomenological issues, Foucault studied
the genesis and meaning of social institutions, from prisons to insane asylums. Finally, Derrida
long practiced a kind of phenomenology of language, seeking social meaning in the
deconstruction of wide-ranging texts. The best-known contemporary philosopher,
phenomenologist, and critical theorist is Jürgen Habermas. Besides frequently publishing and
being known to straddle the phenomenological and philosophical developments of the European
and Anglo-American spheres, he is active in the practical application of his theories on the grass
roots level in European communities. Though he has drawn influence from several philosophers,
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Habermas acknowledged the foundation created by Husserl. Habermas’ main contribution to the
field of phenomenology is the theory of communicative action. This creates the relationship
between the lifeworld as described by Husserl and the communicative exchange of individuals.
The main point of this action lies in the transfer of information between individuals based on
what they already know, also known as reproduction, and the integration of the new perspectives
gained from the communication itself, also known as renewal (Habermas, 1995).
Aspects of French poststructuralist theory are sometimes interpreted as broadly
phenomenological, but such issues are beyond the present purview. Classical phenomenology,
then, ties into certain areas of epistemology, logic, and ontology, and leads into parts of ethical,
social, and political theory.
On the other hand, because the qualitative method entails a lot of in-depth discussion, it
tends to be lengthy and tasking research. Detecting biases can be a challenge, as can be
validating the information because all the data is subjective.
In Truth and Method, Gadamer (1989) provided a fundamental contribution to the issue
of bias and prejudice. He argued that most people see bias as something negative that needs to
be avoided. When bias and prejudice is seen as a pre-judgment of a topic that needs to be
avoided, the full depth cannot be reached. Gadamer (1989) argued, “prejudice can neither be
eliminated nor set aside because it is an inescapable condition of being and knowing” (p. 21).
Rather than condemning bias and prejudice, Gadamer advocated that we distinguish between the
enabling and the disabling type of bias and prejudice, and reflect on what occurs in the
communication between individuals (Schwandt, 2007).
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Specific Method in Phenomenology
Having established the foundation for my research approach within the philosophic
tradition of phenomenology, I will now introduce my specific methods within the qualitative
approach. The qualitative approach of using semi-structured interviews is appropriate because I
am trying to gain meaning about the role of a coach in the relationship with the coachee. The
work is, therefore, phenomenological, exploratory, descriptive, and focused on finding the
dynamics of the long-term coach-coachee relationship. Later, research might allow the
development of hypotheses and subsequent application of either qualitative or quantitative
research approaches.
The qualitative approach using semi-structured interviews is effective where a clearly
defined hypothesis is not established. This approach is appropriate for sense-making. I am
trying to make sense of a situation where coaching (a technique) is applied in a specific setting to
improve the circumstances of the coachee. Each setting and situation is different. The
qualitative approach using semi-structured interviews was chosen as the analysis method because
it allows room for the interpretation of real world experiences, while at the same time, providing
a systematic way to analyze large amounts of unstructured interview data (Länsisalmi, Peiró, &
Kivimäki, 2004).
I am interested in a dialog with my interviewees for the purpose of sense making, for
which a survey would not be sufficiently interactive. I must have the ability to ask interactive
questions and take a different path with each subject depending on the direction the conversation
leads. Therefore, the most appropriate data collection method is semi-structured interviews,
either in-person or by phone. An additional option will be the use of new online technologies
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(such as Wetoku), which record the interview between two individuals in form of a video,
allowing for transcription similar to that allowed by an audio recording.
Due to the semi-structured nature of the interviews, the logic and content of the questions
may change during the course of the interviews and from one interview to the next. This data
collection methodology is appropriate because it allows for an in-depth discussion of the
meaning of the coaching relationships.
The intended strategy (semi-structured interviews of a small sample) is consistent with
the phenomenological qualitative research analysis approach. Because we are trying to make
sense of long-term relationship between the coach and the coachee, rather than prove statistical
significance, I propose to meet with, call, or contact online no more than eight external coaches.
Conducting more interviews may help lead to a more transferable result. However, given
the degree of analysis and transcription required in the qualitative approach using semistructured interviews (King, 2004; Pidgeon & Henwood, 1997), I am mainly interested in the
depth of the findings and the identification of themes.
Consideration was given to other data collection methods such as the critical incident
technique (CIT). I could have asked coaches to recall a positive or negative coaching situation.
However, to a great extent, I am not looking for a specific situation or incident, but the
development of the role and the dynamics between the coach and the coachee
I thought about using focus groups, but given geographic constraints, as well as the
nature of information being applicable to individual relationships, I did not think the focus group
approach would be the most effective way to gather the information I seek. It would have been
very hard to get the individuals into the same room (or on the same phone call).
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Protocol analysis was also considered. A quick inquiry into my own network of coaches
revealed that coaches do not typically maintain extensive records of the kind needed to find indepth information about the relationship between the coach and the coachee. These reports and
notes are mainly about issues the coachee revealed to the coach as part of the problem
description or information about the progress the coachee makes during the coaching
relationship. It would make sense, as a follow up investigation where I might design a study for
the analysis of the effectiveness of specific coaching techniques, to use this method of inquiry
and analysis.
I also considered using questionnaires. While using questionnaires would facilitate a
larger sample size, it would be less beneficial regarding the sense making that is possible with
open-ended questions and semi-structured interviews. I am not trying to achieve a statistically
significant result, but, instead, investigate a phenomenon. Therefore, the size of the sample is an
issue in terms of transcription and analysis, rather than for creating generalizations.
I have chosen the qualitative approach using semi-structured interviews as my
methodology because it is ideal for analyzing unstructured data from interviews (Pidgeon &
Henwood, 1997). It is appropriate for use where the researcher has subjective understandings
related to the situation. The qualitative approach is designed to discover what concepts and
hypotheses are relevant (Länsisalmi et al., 2004) without having a preconceived hypothesis.
Finally, I also did not choose discourse analysis because it goes deeper into analyzing
language, speech, and discourse (Länsisalmi et al., 2004). I wanted to evaluate the phenomenon
and dynamics present in the relationship between the coach and the coachee without the presence
of an existing theory or hypothesis.
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The main aspect to be aware of in the phenomenological inquiry I am conducting is to be
open minded and avoid frameworks or expectations that could lead the questions I will ask in
certain directions or avoid certain topics (Field & Morse, 1985). Answers by interviewees are
unpredictable and require a significant level of resilience that leads to follow-up inquiries with
the aim to unearth deeper layers of experiences within the interview participant.
The use and interpretation of the data is determined by the researcher’s subjective
understanding of the requirements. This means that the transcripts of the interviews are being
reviewed and reflected upon to gain an understanding of the context as it is applicable to the
lebenswelt of the interviewee. What I am aiming to find are so-called meaning-units. These
meaning-units will lead to sentences that describe the implicit and explicit meaning of the
content. Out of these sentences come statements that reflect the overall meaning based on the
person interviewed (Giorgi, 1975, 1985). These statements will uncover emergent and relevant
themes. These can be found either by looking for points of convergence or by identifying
patterns. These patterns do not always appear based on common themes, but also from the
interpretation of the dissonant parts of the interviewees’ statements (Lawrence-Lightfoot &
Davis, 1997). When put together, the statements from all the interviews will provide a general
description of the phenomenon, assuming one can be identified. I anticipate bringing some of
my understanding of the environment of the long-term coach-coachee relationship to this study.
Instruments: In-depth, Semi-structured Interviewing
A focused and in-depth interview that analyzes content and semiotics is often the method
with which qualitative researchers approach their study. An interview is a discussion between
two or more people that aims to gather valid and pertinent data useful in answering the research
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questions and objectives of a study. Unstructured interviews allow the researcher to formulate
questions based on respondents’ previous answers.
There are different types of interviews that may be helpful for particular types of research
or study. Interview types range from being highly formal and structured to having standardized
questions to unstructured conversations.
Case (1990) stated that the first type of interview is the structured interview. In this type
of interview, the interviewers are guided by a predetermined (or standard) set of questions that
direct the entire interview process. This is also known as a patterned interview. The
interviewer’s task is to keep the flow of the conversation as lively and interactive as possible.
The second type is the unstructured interview. This type is more informal and is often
used when the interviewer needs to dig into deeper layers of topics that the respondent brings up
in the course of the conversation.
Last is the semi-structured interview. This type of interview, like the unstructured
interview, is known as the non-standardized type of interview. Here the interviewer has a list of
themes and questions to cover throughout the course of the interview. There may also be times
when the researcher omits a few questions because the flow of their questioning depends on the
respondent’s answers and direction of thought.
Most researchers prefer the semi-structured interview method for phenomenological
studies because it is less intrusive and is two-way communication that also allows the respondent
to point out concerns to the researcher or interviewer. The flexibility may provide additional
means for the interviewer to obtain more extensive and valid data. Del Barrio (1999) said that
when individuals are interviewed, they might have the chance to ask and discuss more items
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regarding some sensitive issues. In this type of interview, the researchers have a better chance of
gaining insight into sensitive issues that may be beneficial to their research.
Compared to semi-structured interviews, a patterned interview (meaning that a standard
set of questions is being asked—sometimes known as a structured interview) is characterized by
the interviewer having a set of pre-made questions that serve as the basis of asking and
interviewing. The same interview is repeated with each interviewee. In contrast, the semistructured interview makes it more convenient for the interviewer to carry on a spontaneous, yet
organized interview.
Most often questions that are used during the semi-structured and structured interviews
are thought-provoking questions. The goal is for the researcher to analyze and be able to
determine the underlying components and themes relevant to the topic (Davis, 2001). The
following is a list of a few benefits according to Groenewald (2004) showing that the semistructured interview:
1. Is valid and dependable—this is because facts are stated in the respondent’s point of
view and own words.
2. Transitions the course of the interview—it will make the interview more
conversational and open-ended questions will lead through the course of the
interview.
3. Addresses the respondents specific wants—this is because they can ask what they
want to ask.
4. Makes the interview identical for each interviewee, ensuring fair chance—the
interviewer will be able to ask the same set of standard opening questions that will
lead to a deeper interview.
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5. Allows comparable competencies to be evaluated in each meeting—which controls
dependability.
6. Does not use structured interviewing questions that are pre-written—minimizing
nervousness for the interviewer.
7. Makes the most of the interviewer's time and company expense.
Procedures
For the purposes of this dissertation, multiple rounds of interviews were planned to allow
increasing depth. The idea was to conduct an initial round of interviews to gather answers and
analyze them. As trends and emerging themes were identified, or new questions with deeper
relevance become obvious, a limited number of initial interviewees were asked for a second
round of interviews. The second round of interviews referred to the questions and answers used
in the first round. It was conceivable that a third round with an even smaller sample of
interviewees might be conducted, to reach as much understanding about the dynamics of the
long-term coaching contracts under study as possible (see Figure 3.1 for an illustration of this
approach). The actual interview process during the study proved that expectation to be correct
and a third round of interviews was conducted in two cases.

Figure 3.1. Interview rounds increasing depth and decreasing quantity.
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How was the Interview Plan Developed?
The interview plan was developed based on a previous pilot study (Meierhoefer, 2008)
conducted with a limited amount of participants. The purpose of the pilot study was to identify
general interest in the topic. In addition, it was used to clarify where the long-term versus shortterm timeframes for coaching should be placed and whether there was already a name for the
role the coach is assuming in a long-term coaching relationship.
The questions used in the pilot study were as follows:
1. Did you have any experience with coaching before taking the performance
assessment questionnaire? If yes, please describe your experience.
2. Which of the aspects found through the analysis of the questionnaire surprised you
the most and why?
3. How did the coaching based on the strengths and weaknesses identified in the
assessment help achieve the goals you were hoping to reach through coaching?
4. If you had the opportunity to conduct a personal conversation to identify your
situation versus using an assessment questionnaire, what would you prefer and why?
5. Performance coaching obviously has a focus on improving performance. Which
other benefits did you get out of the coaching process and how did they manifest
themselves?
6. How did your life change through the coaching process and after the actual coaching
sessions were completed?
7. What would you suggest could be done to improve the coaching you have
experienced?
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These questions were reviewed by and partially developed with the help of Dr. Carolyn Kenny,
faculty member at Antioch University Ph.D. program (Meierhoefer, 2008).
For the purpose of this dissertation, the experience gained from the pilot study, and the
questions asked at that time, the new questions for the semi-structured interviews were created.
The questions are an entry into the topic, with the expectation that the answers given by the study
participants would lead to more and more questions not crafted in advance, but asked on the spot
when the discussion with the participant was held. I developed the original set of questions,
which have been reviewed and commented upon by the dissertation committee and revised
according to recommendations of the committee members.
The semi-structured interviews were planned so that the following initial questions would
be used to start the discussion with each participant of the study:
1. How long have you been a coach?
2. Are you currently involved in long-term coaching relationships as described earlier?
3. Have you been in short-term coaching relationships, according to the definition
provided earlier?
4. Please describe what the difference between a short-term and long-term relationship
is in your experience (if “no” to question 3, then ask: what makes a long-term
relationship special?).
5. Please describe how the coachee you are referring to for this interview found you or
was assigned to you.
6. How does the long-term coaching relationship develop with your clients from the
initial session through the first 6 to 9 months?
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7. Have you recognized any patterns or indicators that show a transition from short-term
to long-term relationship?
8. When you look at the long-term coaching relationships you are or have been involved
in, what things are memorable for you?
9. Did the process that brought the coachee to you influence the relationship or its
development, and if so, how?
10. What, in your experience, are the aspects that best describe the changes that occur in
your relationship to the coachee in a long-term coaching relationship?
11. What have your coachees said about the changes in your relationship as it lasted
longer and longer?
12. How would you describe your role in the long-term coaching relationship—can you
give it a name?
These first 12 questions were developed to get the discussion started. Depending on the answers
and the examples a participant gave, not all 12 questions might have been asked in this sequence.
It was anticipated that the interviews would last approximately 50 to 60 minutes. Due to
the unpredictability of the answers, it was anticipated that it might have been necessary to
contact some of the participants after review of the interview transcripts to ask them to be
available for a second, or even a third, round of interviews. In the second and possible third
rounds, an ever-smaller number of participants would have been re-engaged, as depicted earlier
in Figure 3.1. The purpose of re-interviewing participants was to clarify answers, as well as
explore findings that helped to further explain the specifics of the long-term coaching
relationship and its dynamics.
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Overall, the interviews aimed to shed more light on the relationship between a coach and
a coachee as it changes in long-term coaching engagements (defined as more than 4 months), and
how these changes impact the coaching process dynamics and results? The interviews explored
the depth of the relationship between coach and coachee, and the role the coach assumes.
Participants
For this study, I was aiming to interview no more than eight participants. After having
conducted four interviews, I had some idea as to whether I was “illuminating the richness of the
individual experience” of my interviewees (Baker et al., 1992, p. 1358). Each of the selected
interviewees had to fulfill the following criteria:
1. The participant has been a coach for at least 2 years.
2. The participant has received long-term (defined as 4 months or longer) coaching at
least once.
3. The participant has (or had) one or more coaching clients in a long-term coaching
relationship (defined as 4 months or longer) during the last 2 years of practice.
4. The participant is not related to me and has not been coached by me.
The participants were located through the numerous associations and networks of which I am a
member. After informal inquiry, there were already more than 20 coaches interested in
participating in the study.
The interviews were conducted using software called Gotomeeting, which has a
recording function. This system creates an MP3 file that can then be transcribed. In cases where
a coach was not able to use Gotomeeting (which requires a computer with a microphone or
headset), a standard telephone was used and the call was recorded via Audioacrobat—a service
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that creates MP3 recordings through a pin activated flash-connection in the regular phone line.
There was no cost to any participant.
Participants were offered a copy of the interview transcripts for their review and
approval. I also provided the findings and interpretations to the interviewees to validate that the
findings and interpretations reflected the interviewees’ perceptions of their experiences
(Colaizzi, 1978). In addition, a copy of the completed dissertation text was offered to the
interviewees.
Analysis
The recorded interviews were transcribed by a professional service. Poland (2003) said
about the use of software, “it is unlikely that technology will enable researchers to bypass the
thorny issue of interpretation involved in the preparation of data for analysis. . . . Would we
really want it any other way?” (p. 284).
I was able to dissect data in many ways, including searching for a word or combination of
words, finding content that supports a topic or idea, or reflecting on the meaning of the
statements created based on the meaning-units. The main goal was to find the phenomenon that
described the shift in coaching dynamics during long-term business coaching contracts.
It was important to understand that the goal was not to create reproducible results or
something that another researcher could easily replicate, but to uncover the phenomenon, report
about it, and determine whether it was worth adding to the scholarly knowledge. This
determination was mainly based on the impact the phenomenon has on the lifeworld (the
lebenswelt) of the interviewees and, in this case, their clients. That is why the validation of the
interpretation by the interviewee had particular importance. The results of this analysis are
reported in chapter 4.
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One of the important aspects of phenomenology is that it tries to dismiss habitual
thinking. This eliminates the need to standardize the structure of the presentation of results into
pre-determined categories. Disrupting the data with the artificiality of structure is not
appropriate during a phenomenological study—thus, obsessive adherence to a narrative that best
reflects direct experience without contaminating the results by fragmenting or overlaying a
structure is used when describing the results of the participant interviews in chapter 4.
Ethical Issues
There are overlapping ideas and issues that connect ethics to metaphysics and
epistemology. It is important to realize the role of ethics in phenomenological studies (Internet
Encyclopedia of Philosophy, 2006).
The legal rights and ethical aspects have to be considered when conducting all types of
research, whether quantitative or qualitative. The aim is to apply principles that protect the
participants in the research from any harm or risk, and also ensure that researchers follow
professional and legal rules set forth in the guidelines for the study. Recently, as described in the
Internet Encyclopedia of Philosophy (2006), a new ethical standard has been passed to guide
research that includes five main domains:
1. Ethics: refers to dignity, rights, safety, and well being of participants.
2. Science: refers to quality and appropriateness of research.
3. Information: refers to the requirements for free access to research information.
4. Health, safety, and employment: states that the safety of the participants and of
research and other staff be given much priority at all times.
5. Finance and intellectual property: states that all research activity must show financial
probity and compliance with the law.
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International Peace and Conflict Resolution (2008) implied that when conducting any
kind of research it is very important to receive the consent of the respondents. Legally,
participants have the choice to refuse or refute at any time during the research. Informed consent
forms are provided for the respondents to sign prior to any interview or research process. In the
informed consent forms, the legal right of self-determination and bodily integrity are being
protected in common law through the rules that govern the consent.
When all forms have been signed and everything has been thoroughly explained, the
rights of the participant do not end. Throughout the course of the study, and for every individual
interview, participants are protected by ethical rights and principles that researchers must follow
to respect the rights of their respondents and adhere to what was agreed to on the consent form.
The principle of respect for autonomy, which is respecting the decision-making capacities
of autonomous persons, is the ethical principle I followed in my dissertation. If a coach wished
to end the interview, then the coach had the right to do so. Researchers are not at liberty to force
their respondent(s) to speak about or answer all questions (Holloway & Wheeler, 2008). I
planned to honor all the rights and ethical obligations regarding my research respondents, not to
only follow the rules, but primarily to maintain high integrity while working and researching
within my community of peers.
The principle of non-malfeasance stipulates the fact that there is no right to inflict or
cause harm to research respondents. The principle of beneficence prescribes a group of norms
formed to provide and balance benefits against risks and costs. The principle of justice states
that researchers are to distribute all norms, benefits, and risk fairly to every respondent of the
research. If a semi-structured interview is conducted with one respondent, it only means that the
same semi-structured interview has to be used with the rest of the respondents—not verbatim,
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but as an overall method of research. Though the outcome may differ (which is normal and
expected in qualitative, phenomenological studies), I, as a researcher, needed to make sure that
the goals and the reasons for the semi-structured interview were similar—in this case, the
dynamics of the relationship between the coach and coachee.
Phenomenological studies are predominantly qualitative in nature, so it is very important
to consider the anonymity and confidentiality of every respondent. Some questions may be very
intrusive and personal—therefore, the researcher or the research team should be sensitive to their
needs when communicating with respondents. The researchers should guarantee the
respondent’s full confidentiality for every result and outcome of the interview. In doing so, good
rapport is established and it can be assured that the respondents would be willing to trust and
answer the questions openly and honestly (Pies, 2008).
Though it may seem to be a straightforward part of conducting a phenomenological
study, ethics play a significant role. Only by considering ethics will respondents become a part
of the study and biases will not arise due to lack of trust in the researcher. I committed to being
responsible and adhering to the ethical principles described above and the rules referred to the
IRB process and consent forms for this study.
Having reviewed the literature relevant to this study, my philosophic foundation in
phenomenology, as well as qualitative methodology, and semi-structured interviews, the
following chapter will describe the results of the study. It includes a detailed description of my
interpretations and narrative examples of quotes from my participants demonstrating my findings
and conclusions.
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Chapter IV: Results
“I never cease to be amazed at the power of the coaching process to draw out the skills or
talent that was previously hidden within an individual, and which invariably finds a way to solve
a problem previously thought unsolvable” (Russell as cited in Nextlevel, 2010, coaching page).
This study applied qualitative research through the method of phenomenology to discover
insights regarding long-term business coaching from the interview participants. Semi-structured
interviews were conducted to learn how the long-term business coaching changed over time.
As the researcher conducting this study, I become a phenomenologist, someone who is
interested in the “life experience” (Van Manen, 1990, p. 9) of others, in this situation, fellow
business coaches. In this case, their life is also their work. The coaches I interviewed are not
going to work to just do a job or perform an acquired skill; they are immersed in coaching all the
time. I studied and interviewed the coaches about the phenomenology of their “everyday life and
social actions” (Schram, 2003, p. 71).
This study takes a closer look at the relationship between an external business coach and
the person receiving the coaching and how the relationship between the coach and the coachee
changes in long-term coaching engagements (defined as more than 4 months). Additionally, it
looks at how these changes impact the coaching process dynamics and results. It was decided to
conduct the research with individuals who work independently as external coaches, not as
directly contracted by companies in the role of external coach.
As described earlier, it was initially important to identify a group of individuals who
fulfilled the basic criteria of having been an external business coaching for at least 2 years.
These potential participants also needed to have recent experience with external business
coaching and needed to be willing to participate in the interview process. This led to a list of
possible candidates of about 25 people. Some were from my original list created for the pilot
study, and some were found through networking activities and referrals from other coaches.
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I am not a researcher in my daily life and do not have a position in an academic
institution. My work for this study and dissertation happened in parallel to working to develop
my own company. I had initially started as an executive for a software company and conducted
my academic work after my typical work hours in the company were completed. While
finalizing the proposal for this dissertation in early 2010, I contacted the potential participants on
my list to find out if they were still willing and interested in being interviewed. Of the more than
20 individuals, 15 were available to start the research.
I conducted a round of telephone conversations with each person, lasting about 10
minutes each, to explain the process for the interviews. In some calls, it was discovered the time
commitment for recurring interviews was no longer possible; in others, the time since an active
long-term client had been coached had been longer than a year. In the end, I identified eight
individuals for the interviews.
Though not necessarily a requirement for this type of research, I wanted to work with a
variety of interviewees who represent a number of different communities within the external
business coaching world. Uwe and HeideMarie practice in Germany, but have both lived
extensively in the United States. Uwe also lived in Australia. Karen and Harry come originally
form a life coaching background and have grown into the external business coaching profession
over the years, still practicing both forms of coaching. Jacqueline, Chris, Mike, and Kristin
focus on corporate clients, even though they are not directly hired by corporations for their
coaching. They all combine the personal development of the coachee with the strategic and
business goals the individuals and the organizations they work for have identified. Although all
of the interviewee coaches are focused on growing their coaching companies, they do it with
some variations. Creating this level of variety in interviewees did not originally include any
focus on gender equality. As it turned out, more coincidentally, I ended up with four women and
four men as my interviewees.
All interviews were conducted using either the phone or an electronic meeting system. I
used Citrix Goto-Meeting for my interviews to have the opportunity to show an interviewee the
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consent form that needed to be signed, as well as having a strong recording system for the
transcriptions. It did not occur, but I had anticipated there was a possibility that an interviewee
would want to show me something on their computer, and the Goto-Meeting system would have
allowed for me to see and capture the information for later analysis. Except with several
sessions with Harry, all interviews were initially conducted with Goto-Meeting and follow-up
interviews were done via phone. In some of the follow-up phone interviews, electronic
recording was not possible. I took detailed notes during these interviews and combined them
with the transcripts to create the descriptions later provided in this chapter.
All interviews were conducted between the end of April, 2010 and the beginning of July,
2010. After making sure the consent form had been understood and signed, I explained to the
interviewees that I was using a framework of questions for the purpose of the semi-structured
interview process. In all cases, we quickly got into the discussions and all coaches were very
aware of protecting the identity of their clients. I listened to their stories and case descriptions
and wove the prepared questions into the discussion. During this process, I never encountered
any problem asking all questions and often getting much deeper responses than a simple initial
answer. The balance of time for the first round of interviews and the number of questions were
estimated very well, as I always completed the interviews within the 55 to 75 minute duration
period, which was appreciated by the participants. I had no problem going back to four of the
participants to ask them for a second round of questions on the phone. The reason for these
additional interviews was twofold. In two cases, the participant had described how a coachee
had initially reacted, was very egoistical, and created a bad atmosphere for the followers he was
responsible for. When reading the transcripts, I realized that I had missed an opportunity to
discuss how the coach was able to change the behavior of the coachee and how this influenced
the coaching relationship as well as the organizations at which these coachees worked. In the
other two cases, the participants had described that the relationship between the coachee and
them had changed and had given some examples. I wanted to explore these changes a little more
in depth and find out if the interviewees could inform indicators for the shift I was looking to
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discover. I spoke with Harry two more times, once deliberately regarding the study, and once
when he asked me about my progress and I recalled that I had one aspect I wanted to ask about
but had forgotten the previous time.
When I had my set of transcripts and notes collected in a binder to begin the review and
analysis, I decided it would be beneficial to have an experienced researcher review my highlights
and questions for follow-up interviews and assess the basic sensitivity of my statements in
relation to my questionnaire and study purpose. In a meeting with my advisor, the planned
structure for the reporting of the interview results, the transcription process, and the analysis of
the first interview I had completed were discussed and reviewed. It was determined that I had
used the semi-structured approach appropriately to uncover progressively deeper layers of
information and stories from the interviewee and had identified the right focus areas and followup questions.
Armed with that reassurance, I completed each interview, had it transcribed, reviewed
each transcript as I had done with the first one, and identified follow-up questions. If there were
only one or two clarifying items, I either sent an email or arranged a phone call with the
interviewee. For the cases where a second interview was planned, new times were arranged and
the interviews conducted, transcribed, and analyzed again.
Next, came the process of identifying the parts of the transcripts that would be suitable
for quotations in the dissertation text. Though I am not aware that this is mentioned in any of the
approaches I reviewed for the analysis of phenomenological interviews, I discovered that
highlighting those sections that seemed most profound and thereby suitable for quoting would
unearth a certain flow to the description of findings. I completed this work for all transcripts and
then began the write-up for the dissertation text (see Figure 4.1 for a snapshot of the sequential
procedural process).
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Figure 4.1. Sequential procedures of study.
For the actual description of results, a certain structure emerged. The following
descriptions follow this structure. In those cases where an interview did not particularly address
one of the structural components, I chose not to force the text into the structure, but preserved the
flow and consistency of the interview description (see Figure 4.2).

Figure 4.2. Structure used to organize interview results.
Karen
Karen is a business coach in her 50s, mainly focusing on business clients and her specific
approach to external business coaching, titled “Consciousness Shifting.” When asked about her
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earliest recollection of influence that made her who she is today, she described that, from a very
young age, she knew that she was different. A near death by drowning at age 6 was followed by
an enlightening experience at age 9 and these events turned her world upside down. She felt like
no one got her—and that she did not fit in anywhere. Karen once told me that she believes she is
pathologically unemployable and, at the same time, driven to help other people. She began
coaching in the early 1990s, inspired by Steven Covey (1989, 2004) and his Seven Habits
material and was blessed to study with Thomas Leonard, the father of the coaching movement.
Karen recalled that Thomas Leonard shared amazing information that created many “aha”
moments for her. She said she became passionate about finding out why people do what they do,
and why they do not do what they said they want to do. In short, she started on a mission to
learn how to help herself and others move past whatever was in their way. Karen is widely
recognized for her groundbreaking work in the field of mental conditioning and how habitual
patterns, programming, conditioning, and fears can keep individuals from realizing their dreams.
Prior to embracing the coaching profession, Karen spent 15 years as an executive in the
healthcare industry. She has earned degrees in nursing and chiropractic care and received her
education in coaching from Corporate Coach University and Coach U. She is a founding
member of Coachville and is a member of Coachville’s School of Coaching. For this study, I
spoke to Karen initially while in the development stage and then three times related to the
interviews. All interviews and communication regarding the study was conducted electronically
using either Skype or Goto-Meeting technology. The Skype chats are automatically recorded
and filed. During our conversations, I took notes. For the main interviews, I recorded and
transcribed the interviews using Goto-meeting.
The early stages. When talking about the process of gaining clients for coaching and
determining short-term or long-term arrangements, Karen explained that she offers, as a point of
entry into coaching, a three-session package with each session lasting from 75 to 90 minutes.
Repeatedly, Karen emphasized that she likes this approach because it really supports her in
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identifying those people she wants to work with longer-term. “Everyone who comes in now into
my coaching primarily comes in either through that three-session taster package, if you will, or
through a longer group program that is usually eight to 10 group sessions over 3 months.”
Asked about the process that brings coaching clients to Karen’s practice, she described a
variety of different avenues, including people who have heard her speak on a teleclass or a
webinar, or through word-of-mouth referral, or because they met Karen at an event. For Karen,
this variety appeared to be important and she frequently and actively reaches out to her
community. In addition, Karen has formed a tight net of contacts and uses online marketing
platforms and social media outlets to let potential clients know about her offerings and her
philosophy. When asked what makes individuals choose her or decide to look for external
business coaching, Karen responded:
I think it develops around the client becoming aware of their pain, something that they
want to change, something that they’d like to have be different, maybe it’s an area. One
of the things I specialize in is “stuckness.” A lot of my clients are people who are saying,
“What now?” They’ve been extremely successful, many of them, and they’re looking for
that place where there’s meaning. They’ve tried a lot of things, they’ve been to all the
programs, they’ve read all the books, they’ve watched all the DVDs, they’ve done their
affirmations, and maybe they still have not manifested the life that they dream of living.
Beside applying the traditional methods of questioning and exercises, in the initial phases
of the building the relationship with the new client, Karen uses kinesiological testing. The
different approaches to form a foundation aim to discover the beliefs that a new client
established and that moved the coachee to the current place. From there, the goal becomes to
identify how to shift and transform those beliefs into beliefs that will allow the coachee to go
further. Reflecting back to one particular example, Karen explained: “We just started working
together and it was all based on ‘what do you want, what do you want to be different, what’s up
for you today?’” to demonstrate the early stage coaching relationship.
The shift/transition. During our main, recorded interview, Karen and I focused on the
shift in the relationship between her and her coachees as the coaching became long-term
(referring to the definition established during earlier discussions). Recalling other coaching
relationships Karen concluded: “What I find with the clients is that they become more trusting,
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they become more open. They become more fearless. By then they’re really willing to go for
the gold.”
When we were looking deeper into examples from Karen’s coaching practice, she
repeatedly indicated that one of the signs that the coaching had shown effect and influences the
conversations during coaching sessions is the fact that the coachees take better care of
themselves. This care is manifested in caring about weight, fitness, and grooming, but also the
relationships the coachees are seeking, the time they take to develop their relationships, at work
and privately. Karen called the changes in the conversations with the coachee, as well as the
changes in the behaviors of the coachees, indications that their own ability to navigate their life
had improved and they are now doing it well. Another recurring theme indicating a shift as the
coaching relationship matures is the willingness and comforts coachees demonstrate to share
more information, often very personal and intimate. Karen explained:
Him getting to a point of trusting me, trusting himself, and recognizing that some of the
thoughts and beliefs perhaps that he was carrying about the events were not congruent
with the life that he wants to live. He shared some very personal things that could have
affected his standing in his community.
When describing indications that a shift is or has occurred and how it can be detected,
Karen suggested that some of her coachees became less critical of people, less fearful of people,
and more available to themselves. They took better care of themselves in terms of the
environment that supports them and making sure they had the right people around them. They,
as Karen described it: “get very, very clear about their preferences and what is right for them and
what wasn’t right for them.”
With some pride and in a relaxed way, Karen stated that the fully developed long-term
coaching relationship can be detected when the coachees get to a place where they learn to love
themselves and put themselves first. Karen proclaimed “that’s where the magic happens, that’s
where the gift happens. That’s where the unique essence that’s only theirs, that only they can
share with the world, that’s where that gets hatched and burst and expressed.”
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Working in the deep relationship. When the deep, long-term relationship had been
established, it was important for Karen to point out that the focus shifted toward clearing out
resistance and finding where there are remaining pockets of resistance that stand in the way of
allowing the coachee to be successful, to find sufficient trust in him/herself because that trust had
often been lost. She clarified:
I think, first and foremost, my role is to show up, be present and listen with my whole
being, hear what’s being said and what’s not being said here. Then, create a safe space
for exploration around whatever the client’s focus and desire is.
Due to the amount of time spent together in coaching sessions and the level of disclosure,
the focus shifts toward finding out what is it that the coachee wants and what is stopping a
coachee from getting what he/she wants. Karen repeatedly described how important it is in this
phase of the coaching relationship to listen for what is not being said and for the tone of what is
being said. Due to the level of trust that has been built between Karen and her coachees, a
special type of accountability comes into play. Karen called it “accountability of truth telling”
and reminded her coachees to ask themselves: “Are you telling yourself the truth?”
Coachee feedback/reflection. When asked about the success of her work, Karen was
very modest through all of our conversations and only wanted to reveal three examples of
feedback. In one case, a coachee sent her a thank you card shortly after the contract ended. In
another, someone wrote “I could not have gotten to this place without your support,” and, the
third example quoted a testimonial that included the sentence, “Her work with me was
instrumental in creating momentum in my life.”
The role of the coach/name. Though not the main focus of this study, Karen and I,
toward the end of our interview series, talked about coaching as a profession and the fact that the
term coach is often confused, at least in understanding, with other terms like trainer, therapist,
advisor, and so on. Based on her vast experience, Karen concluded that the value of having a
coach is having someone who is very clearly on the side of the coachee. Someone who has a
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deep enough relationship to be able to say “That’s not sounding right, it feels like something is
off there,” without any fear of consequences. To find a term that would characterize situations
like this, Karen used the word “alignment:”
I was calling myself a line of light the other day; light being the inner wisdom, the
passion, the purpose, the soul’s purpose, the essence, aligning that light so that my clients
can shine and be the boldest, brightest, bravest, most outrageous expression of who they
are.
To put this revelation into the context of a term that would better describe the type of
coaching Karen offers to her clients, as well as allowing potential clients to have a better
understanding of what to expect from coaching, she suggested “core connection coach.” She
summarized:
I think the benefit of long-term coaching is that it becomes a vehicle to get to the full
expression of yourself, and to remove all the garbage out, all the clutter that we pick up
on this journey we call life that has nothing to do with who we are and everything to do
perhaps with why we don’t have what we want.
Uwe
Uwe is a professional business coach and one of the interviewees in the age group over
50. His experience originates from the corporate world, where he worked in the agricultural and
chemicals area of Schering. He transitioned through engagements in information technology
(IT) and in human resources (HR). Before becoming an independent business coach, he worked
extensively on international assignments, getting a lot of practical exposure in intercultural
issues. He has evolved into a specialist of marketing and start-up support and has been able to
utilize his experience in leadership to mentor and coach many professionals across diverse
industries.
His coaching practice has two main facets. With a partner in Germany, he is utilizing an
assessment tool called Job Match (2010) that both evaluates the suitability of a candidate for hire
for an open position, as well as identifies personal attributes. An extensive evaluation and report
system provides a very detailed description of the candidate or any person participating in the
assessment process. The results can be used to determine the best candidate for a position, as
well as establish a foundation for coaching. In many cases, Uwe receives his coaching clients as
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an outcome of the Job Match assessment. In some cases, he is also asked to become a coach of a
person who experienced Uwe as a reviewer of the assessment results.
I have known Uwe for several years, based on a referral from a business partner. I
participated in a Job Match assessment to experience how it works. Along the way, I also
learned that Uwe is a great teacher, able to teach others interested in becoming a coach. When
asked about the style of coaching he practices, he said that he focuses on what is important in the
coaching profession. During the interviews he later explained what he meant by that. We are
conducting training courses in coaching certification together and refer coaching clients to each
other. Regarding this study, I talked to Uwe several times in preparation and three times directly
related to the interview process.
The early stages. To establish framework, Uwe and I discussed the difference between
short-term coaching and long-term coaching, always assuming we are speaking about external
business coaching. In his practice, that is predominantly what Uwe does, so specifically
emphasizing it was not necessary. When asked to describe the difference between short-term
and long-term, Uwe compared short-term to something like “fire brigade action.” It is not
always immediately related to coaching, but more to the need to find a trustworthy person to talk
to, and find a solution to an imminent problem. Then, somebody can become a coach, which is
frequently the case for Uwe, as he is being invited by companies to come in and conduct the Job
Match assessment to evaluate suitability of candidates. In contrast, the long-term relationship,
according to Uwe’s description, allows the coaching relationship to get to more depth, allows
more room to identify the fundamentals of why a person is in a certain situation, and assess how
to deal with it.
Beside those framing conditions, Uwe described, throughout our interviews and the cases
he elected to use as examples, that he often feels he is taken or looked at as an instrument for the
coachee. Uwe aims to make the coachees understand why they are in the situation they find
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themselves in, as well as look for reasons in a bigger picture view, exploring questions about the
coachee’s role in the world and the place in the universe.
Because Uwe has situations where coachees approach him directly and outside of any
corporate setting, and other cases where they are sent to him by their boss, we spent a little time
identifying possible differences based on the origin of the specific coaching engagement. Uwe
described the aspect of being sent versus choosing a coach:
Those who were sent by their bosses, they’re a good bit more skeptical in the beginning,
they keep a distance, they are not always open in the beginning and it takes them some
hours to open up. Usually, I can open them up pretty fast, pretty quick to come to a
relationship which is open enough in order to really work together. That’s an important
thing.
The shift/transition. When we discussed the duration of a coaching relationship and
particularly long-term relationships, Uwe pointed out that he had cases that took eight to 10
months just to get to the point of calling a person “being in balance.” That did not mean the case
was complete or the contract was severed, but just to reach a point where certain topics could be
discussed openly. Uwe said there comes a point when he declares, sometimes openly and
sometimes just to himself, “well, this gentleman is back into balance.”
When we reviewed different cases in an attempt to identify if there is a shift in the
dynamics of the coaching relationship over time, or based on other elements, Uwe described a
phase he called “midterm,” where his coachees seem to come to the point where they accept him
as a trustworthy person who is a guide, who is like a mountain guide taking a walk alongside the
coachee. Uwe emphasized that he is using this metaphor in a way where he does not tell the
coachee which path to take, but shows them the possible ways to the peak of the mountain. He
accompanies them, not necessarily carrying the suitcases, but being available for guidance. The
coachees then know he is reachable, even if he is not physically present in between sessions.
When trying to identify the path up the mountain, the discussion about the choices that are
available causes a shift in the behavior of the coachee. Uwe pointed to the increasing
willingness of the coachees to open up more and more regarding personal issues and problems.
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Often, these issues have nothing to do with the business context or issues that were the initial
cause to start the coaching relationship. In his own words, Uwe explained the shift like this:
It is a process, which means you have to understand a lot about your personal values and
senses and that is precisely the moment when they accept to talk about their values with
me. If it feels right, I ask them if they are willing to take a chance or if they are still a
child. I ask: What was your vision, what did you want to do the most? Did you want to
become a pilot or astronaut or whatever? Then we also talk about: What would that mean
for your current values if you were an astronaut or a pilot?
As these moments of transition occur, the opportunity to work at a deeper level with the coachee
opens. Uwe called that stage “the close relationship.”
Working in the deep relationship. As mentioned earlier, Uwe looks at the relationships
he is in during the actual coaching sessions, but also when reflecting as a means to evaluate and
possibly adjust his approach. When discussing the work within these deep relationships and
when asked to describe how this reflective process works, or how it translates to the coachee,
Uwe said:
Okay, this person now is in a deep trust to you, is open or is ready to open up and then I
know that we have reached a very far stage in the process. I always address the
relationship between the things you have to do, your day-to-day operational work issues,
your personal values, and their sense. Then, I discuss with them, what are your values?
Next, we discuss the things they have to do to really hit at least one of the values they
have in their value-list, because only then do you have something that makes sense and it
takes this value as a foundation to take action.
Uwe pointed out several times that his coachees, coming predominantly from the corporate
world, provide feedback that indicates the importance of Uwe, as a coach, having 25 years of
management and leadership experience—probably more important than a certification from a
school or association.
Similar to other participants in the study, Uwe described his coaching process as related
to having a gift. This gift provides the ability to engage people quickly and then delve deeply
into the issues at hand. When we talked about the actual coaching process in the long-term
relationships, Uwe emphasized that he has no problem with “diving deep.” This is related to a
personal strength Uwe described as having no fear of anything, no fear to discover something
that might be shocking. He believed that his coachees realize this gift and then, all of a sudden,
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become very open. They understand that their issues do not hurt him, regardless of how openly
and personally they discuss issues with him.
Jokingly, Uwe described the culmination of the long-term relationships:
In the end, it is such a close relationship that I also feel that my coachees don’t call me
anymore, which is economically a disaster, to say the least, but they started thinking,
“Oh, how would Uwe think about this now” and they know me so well that they can
figure out how I would think. It’s as if they take virtual coaching from me, and I’m not
really involved anymore.
Even though the relationships can get this close and the knowledge of each other can
progress to a very deep level, Uwe accentuated and stressed, that he always refers coachees back
to themselves in order to keep a certain distance. In his opinion, voiced several times during our
interviews, Uwe reiterated that a coach should not get too close to a coachee.
Coachee feedback/reflection. Based on the success stories we discussed in the
interviews, it became interesting to explore why coachees would find Uwe’s style appealing
enough to stick it out for long periods of time, sometimes for years, creating the trust he
described. What we found was that coachees seem to realize that his “soft factors” impressed
them. That means that he is happy to share a certain situation with somebody without looking at
their position in society or whether they are rich or poor. When we looked for actual examples
of feedback, Uwe quoted some of the reflective testimonials he as received over the years. They
included statements such as “well, your behavior is fantastic for me, I like you, I like working
with you, I wouldn’t mind to have you as a friend, but I will never copy you.” Individuals who
know one of Uwe’s coachees asked, “what have you done with that person?” Spouses also seem
to be good indicators of change and provided feedback. One spouse of a coachee mentioned that
he had told her after a session, “I never knew that I could open up for a stranger like I did in the
last two hours.”
The role of the coach/name. As in all other interviews, I tried to find better terminology
for the role of a coach. Speaking about this topic with Uwe did not lead to any new terms or
suggestions, but to an interesting viewpoint. In his closing work as an executive in the corporate
world, Uwe had a lot to do with marketing and product development. He mentioned that his path
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to become a coach was significantly influenced by the revelations he had toward the end of his
corporate career. The revelations included him reflecting about the focus on a product or
marketing strategy. Then, reaching the conclusion of his executive career, in the center of his
marketing thinking was the person. He described it using these words:
When you are visualizing the human being, in the middle, in the center, in the focus of
your business, then you have to accept that it is not the performance of a product, but the
behavior of the person which is responsible for your success. That was the revelation that
made me a coach.
Though not directly related to the topic of this study, this description made me ask more
about the prerequisites of a good coach. Uwe explained that he believes good coaches must
acknowledge there is something special, that they have something unique for helping other
people open up and share, and if they do not have it or they do not realize where it is, then they
might not be successful in coaching.
Jacqueline
Jacqueline is a study participant in her 40s. She is known as a business culture specialist
who helps business owners and CEOs maximize their teams’ performance and increase their
bottom line. Her passion is assisting her clients in implementing core values and ensuring that
the unique heartbeat of each company is strong and healthy. Her specialties include corporate
culture transformation, executive development, employee development and assessments,
customer service, core value development, business development, and strategic culture planning
with a mission to ultimately increase revenue for the clients. By creating core values that are
“the commandments” of a corporation, cultures she touches will strengthen, employees will
behave like investors, customers will come back for more, and executives will celebrate a
lucrative bottom line. Jacqueline has over 25 years of experience in her craft. We talked about
this study and the topic several times and had two interviews regarding the questions and followup. I was referred to Jacqueline by one other study participant who had told her about my work.
Before inviting Jacqueline into the study, I reviewed and began to admire her work and success.
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The early stages. When we looked at the ways Jacqueline gets into new coaching
relationships, she described that they all start off the same way—with her listening to the story of
the coachees, putting herself in their shoes, and understanding how they are feeling. She tries to
imagine and understand the coachees’ position on a daily basis, having to do with their problems
and their pain. Though there might be an initial impression or observation regarding the issue or
problem at hand, she acknowledged that the relationship that the coach is able to cultivate
through a longer-term program is “really much more beneficial to the client.”
Due to the level of depth that Jacqueline establishes and the process she applies, it is not
unusual for coachees to almost cringe because they know the coaching is going to be a lot of
work. A majority of the work done between her, as the coach, and the coachee is focused on
building trust as a foundation with which to tackle the various issues that will ultimately result in
lasting change. Jacqueline explained to me that, as the coach, she wants to keep herself in the
role of the explorer who keeps moving the coachee forward. When addressing trust, there is one
level that exists when a person becomes a coachee based on a referral. That person trusts the
referrer and, thereby, trusts the coach to some extent. After spending considerable time together,
which is only possible in a long-term engagement, the relationship is cultivated in such a way
that a solid foundation of trust has been laid. When this exists, “it’s that smile that you see when
you walk into the room. That's the energy that the coachee feels.”
In our discussions, we did not call it a shift or transition when illuminating the phases of
the long-term coaching relationship. Jacqueline used different language and often spoke about
her ability to “really feel the pain.” She pointed to her gift of reaching deep levels of
engagement with the coachee and lovingly claimed “I'm able to dig deep on a level that is pretty
spectacular. I then will go in and work on cultivating the relationship.”
As the relationship becomes more and more established, Jacqueline begins to show each
coachee what is needed to step out of the pain and “into their glory,” and to really nurture what
the coachee needs to do. That includes how to develop the tools so the coachee can get rid of
those things and behaviors that are not working, and focus on what is really needed to push
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forward. Due to the fact that Jacqueline coaches corporate clients, she is often not just engaged
with one individual, but members of a team. She embraces that role and completely creates the
cohesion with every single member of the team and then, “steps into the core values,” effecting a
transformation of the culture for the team:
One of my clients was on the verge of bankruptcy and he was very egocentric; brilliant
mind; incredible company; great, great vision but it was really all about him and he really
had to be constantly stroked; his employees always had to give him accolades and in turn,
they were doing wonderful things for him but, he would never acknowledge them. He
would never say thank you; he would never stroke their egos; he would never give them
anything that would make them feel appreciated or motivate them.
Using a specific example, Jacqueline described the transformation that occurs through coaching,
leading to a “mind shift” that is comparable to saying “let's get the training wheels out and start
all over!” Though it might sound like these transitions and achievements come easily and
quickly, they do not. Jacqueline compared the process to “baby steps”—taking the coachee into
processes in small bites, finding areas that work for the specific situation that is different for each
client. Jacqueline emphasized that it is more than just talking to the coachee, and more than just
questions and answers. She portrayed what she experiences as “diving in and finding out how
the coachees tick, what is going to resonate with them, who they follow, and who they respect.”
Working in the deep relationship. When that resonance has been found and the
relationship is established, Jacqueline depicted how a challenging coaching assignment can turn
around into something beautiful. She illustrated one such transition:
I went from dreading meetings with him to really going in there; I would have to do so
much homework with him and now it turned into really enjoying talking with him and
actually forming a sort of professional friendship.
We explored this process of transition a little more and Jacqueline reflected back to a
point we had explored regarding the Theory-U book by Otto Scharmer (2007). While Scharmer
described the process of painting a picture in three phases and used this framework to describe
important leadership development steps, Jacqueline modified the ideas of creating a painting as
something less predictable:
I think the coaching process could be compared to watching a painting; somebody (the
coach) painting a painting that you don't recognize; it starts out and you really don't know
what it's going to turn out to look like so, you either, you either finish the painting and

95
you love it or you just kind of say all right, I'm finished with the painting because the
coachee seems to like what has been created.
When we discussed one particularly memorable example, Jacqueline shared a story in
which a coachee originally came to her in a very arrogant, snappy, easily annoyed, and disturbed
frame of mind. When things did not go his way, he would just snap, get aggressive, loud, and so
on—and he could get away with this behavior because he was the leader of the organization. He
must have realized that the reactions he caused were not what he was looking for and the
consequences were high turn-over and a lack of willingness to do any work above and beyond
what was requested or necessary. As the coaching relationship evolved, Jacqueline was able to
get agreement from the coachee to have his co-workers, and especially his assistant, call him on
his outbreaks and “episodes.”
Armed with this agreement and permission “there was always somebody there to call him
on it. It did not matter who it was when he began to behave this way; it was brought to his
attention and he could not get mad.” Being reminded this way repeatedly started a process that
cured the coachee of his rages, but also allowed him to begin to see the world around him in a
different way and communicate with his friends, co-workers, subordinates, and everybody else in
a better, more caring way. Referring to this example, we were able to address the goal of
Jacqueline’s practice and work with her clients. She called it “really compassionate
communication and conflict communication.”
Coachee feedback/reflection. During our conversations, we did not specifically attempt
to collect a large number of feedback statements. Jacqueline, rather, described what she has been
told and what she herself feels regarding the reaction, gratitude, and results of her work as
something that is “the reward, a reality that is full of light energy and joyfulness that the
coachees didn't have before.” Referring to one particular client who had provided a very
memorable metaphor, Jacqueline recalled: “One client said it felt like he was crawling through
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life knowing that he had legs. He just didn’t know how to use them. He said now he feels like
he's sprinting and he climbs Mount Everest with a smile of a maverick.”
The role of the coach/name. Toward the end of our conversations we had, as we have
often before, reached an almost philosophical level and a very warm, comfortable atmosphere. It
is hard to describe, but I think with some people, one resonates in a way that goes beyond words.
Trying to reflect on the role of the coach and the potential of a better name, one that would be
independent from sports coaching and training, and therapy, and others, Jacqueline began to
describe her role. She expressed it as knowing that she is stepping into something on a higher
level because there is one step that she often does not have to conquer and that is a big one—the
need to establish an initial level of trust. Almost all of her coachees come from referrals, which
causes a foundation of trust to already be in place. The coachee trusts the referrer and has seen
the results of the work because they know the referrer well. Jacqueline said “you know, trust is
not given unless it's earned; I believe that. I am lucky that I have more from the start because I
earned it with the referrer already.” We did not get into more detail about the role of the coach
as seen through the eyes of past coaching relationships because confidentiality was more
important for Jacqueline to preserve. At the same time, Jacqueline wanted me to include a
practice that her coachees have pointed out as something that makes her special and helped the
change process. Jacqueline expressed it by pointing out that she shows the clients so much
respect and has never been the kind of person that says:
Okay; your time is up; don't call me until our next session in a month. They know that if
they have an emergency that I'm here and I do make exceptions and I think just being
really open and letting them know that I've got their best interest at heart does change
things. I really teach people how to connect and engage because that’s who I am.
When we tried to get away from finding a different term to describe the profession of
external business coach and focused on what the special ability or gift is that makes a coach a
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good one, we attempted to get to a descriptive term. Jacqueline responded with this closing
reflection—“really care about them from the heart; you are connected and—‘engagement’”:
The words I think that I would hold up would be “connected” and “engagement” in not
being afraid to share my own stories with them; I think that's been one of the biggest
supporters of success for them—the fact that I'm willing to share personal stories and
personal pain and, things that didn’t work out in my life—and when you can humanize
yourself with them; it helps them grow.
Chris
Chris is the owner of his consulting and coaching practice and characterizes himself on
his website as a “builder of systems, structure, and staff” required to convert theory to reality.
I know Chris from a project that is unrelated to coaching, where a team of individuals is
developing new learning approaches for academic, non-profit, and corporate applications. While
working together, I learned that Chris is an external business coach. He has been very willing to
participate in this study. I interviewed him twice, but we also talked about aspects of coaching
and the relationship with clients many times.
Chris described his work as driven with a keen eye for consequences inherent in
application of new ideas. To be a little more specific, here are some of the attributes he provided
when asked to describe his work:
•
•
•
•
•
•
•

Problem solving—Develops required frameworks to isolate, understand, and fix
business problems.
Control—Analyzes business performance; makes timely adjustments in systems,
structure, and staff.
People—Identifies, invests in, and develops management talent to act with autonomy
and judgment.
Strategy—Assesses industry situations, identifies alternatives to leverage assets and
capabilities, applies intuitive sense for infrastructure required to sustain meaningful
growth and change.
Process—Facilitates emergence of a management process, linking strategy with
execution that's adapted to business manager needs.
Decision making—Makes people and asset redeployment calls; sees them through.
Communication—Offers tough, timely questions that ground business situations.

This impressive list of services and associated abilities stems from over 20 years
experience working with family controlled and public companies; specializing in rapid growth,
underperforming, and troubled situations; rationalizing operations; clarifying structure;
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formulating strategy; and improving results. His primary area of expertise centers on the
development, refinement, and execution of business and people strategies required to maximize
operating performance and value. This wide range of engagements is grounded in the life-long
development as a leader. His family founded and developed a company from infancy into a very
large conglomerate. Chris was an observer, a participant, and an analyzer of what worked and
what did not. He became intrigued to find out more about the “why.”
The early stages. When thinking and speaking about coaching, Chris was probably the
one participant in this study who was willing to express very strict boundaries and expectations
for his clients. He told me:
If you really want to move a company with the way I think about it, there has to be a
level of intensity to a relationship that I call the “cadence” that has to happen between a
client and a provider. You can’t get that kind of intensity that creates a sustainable result
unless you agree to sign up for a minimum of a year with a minimum of one meeting per
month.
This comparatively strong position about the client commitment comes partially from his
extensive time working in the family business and being able to establish a huge network and a
far-reaching reputation. With Chris, people believe they know what they get and can verify what
can happen by observing what other coaching clients were able to achieve. The majority of
Chris’ clients come to him either because they know him from what he calls his “previous life”
or through referral from somebody, mostly satisfied coaching clients. The distinction “previous
life” refers to his work in the family business.
Because of his demands to commitment and the strong conviction that his coaching
clients will need to be willing to apply long hours of work and reflection, Chris is willing to
invest in new clients before signing any contracts. He said “I might even say that I might have a
courtship with a client that could last for two months.” This courtship does not involve any cost
to the potential clients and often involves several meetings, lunches, dinners, and discussions.
Chris’ work with his clients rarely only revolves around coaching for the purpose of
solving problems or developing new skills. As an expert on family business issues, he is most
often a coach, advisor, and consultant, all in one person. The success of the courtship approach
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as a means to determine whom to work with was further demonstrated by a concrete example
Chris provided during one of our interviews. He told me about a case where he had successfully
established the basic relationship with a new client. Chris went on to say “I was able to ride this
sale into that relationship and form a pretty special relationship with the father, mother, and the
son and daughter who are in the middle of growing a really interesting genetics and seed
business.” In this sense, there is a holistic approach to Chris’ work as a coach, but also as a
person who wants to help the client’s business succeed on multiple levels, involving all the
relevant players at the deepest possible layers.
The amount of time and effort invested in the initial part of the coaching relationship
frequently pays off for Chris. As a result of the intensity with which he approaches the work, the
type of human connection he is able to make with the people he chooses to work with is
especially deep.
The shift/transition. Due to the previously described depth, Chris’ clients will express
emotions they would not otherwise display. He said “they’ll get mad, sad, and happy with more
frequency than me. But at the end of the meeting they’re smiling, and that’s a good sign.”
Chris spoke about dynamics that appear to be special for family businesses. Often, there
are many family members involved in a company. Issues arise when a company grows and
requires increasing levels of decision-making positions. Family members often expect to be
chosen ahead of other employees or outsiders. This kind of situation is exaggerated when
multiple generations of family members work together in a growing company and demand
positions of responsibility and power. In more and more cases, succession planning further
complicates the family relationships, as well as the atmosphere in the companies. To provide
coaching support in those and related circumstances, Chris has discovered that the best
framework for his clients is to meet once or twice a month. During these sessions, Chris works
with CEOs “to help them get clear on what they want to accomplish and hold themselves
accountable for it.”
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When discussing the issue of short-term versus long-term coaching relationships, Chris
immediately made it clear that his work does not allow for any short-term engagements. He
explained, “it probably takes 3 to 6 months to really get your arms around the strategic
initiatives. It takes another 6 months to get a feel for who the key players are in the business.”
The aim of Chris’ work is understanding and depth based on trust. To be able to get to the depth
he is seeking, he told me about cycles that occur in his coaching practice, especially during the
transition from the initial phase of work into the deeper levels of change. Chris recalled:
Oftentimes, coachees initially accuse me of putting words in their mouth and they’ll get
mad at me for it. They will be yelling at me and stuff will be coming out of their mouth
they’ve never said before. I definitely didn’t put them in it, and it’s usually really good
stuff.
One of the revelations of our interviews was the role of the coach as Chris described it,
especially when the first, admittedly long, period of work has passed and a deep relationship has
been formed. Chris has gained the necessary experience to be able to determine which kind of
individuals with whom he wants to work. As the sessions progress and the relationship gets
more and more established, Chris pointed out that the boundaries between coaching and learning
begin to blur. “After a while it’s harder to tell who coaches or who the coachee is. With the
kind of folks I want to work with, before long they’re challenging me to grow as a coach, as I
help them.”
Working in the deep relationship. This growth is not limited to one client at a time. As
Chris has been working with many clients over the years, he has been able to harness
experiences with one client and use them to help another, newer coachee.
Being able to draw from an ever-increasing pool of experiences affirms the foundation
from which Chris is working in his coaching and consulting practice. He sees a chairperson or
CEO not as somebody who has all the answers, just as someone who knows the frameworks,
some questioning sequences, and has a seasoned background to be able to ask those things at the
right times to provoke the thoughts and ideas that are already out in the organization. Gaining
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that awareness within the individuals he works with characterizes the deeper relationships he
reaches as the long-term contracts progress.
When I dug deeper to find out how successful change manifests itself in these
engagements, Chris provided this characterization: “The coachee shows increased willingness to
take risks on the people side with less conversation, less consternation, and more excitement of
what happens after those decisions are made, regardless of what the outcome might be.” The
depth of the coaching relationship is also portrayed by the coachees’ willingness to bring their
ideas to Chris. In that sense, the coach is not a teacher, but an equal partner, mentor, or advisor
who the coachee is trying to influence. Chris described these occurrences: “I’ve become an
extension of them, almost like an alter ego to the management team.”
Coachee feedback/reflection. During our conversations, we did not focus very much on
specific examples of feedback of Chris’ clients, partially because he felt that he could not
identify the companies these clients were from. As a matter of confidentiality, we steered clear
of this issue. Several times, Chris spoke about the fact that one sign of feedback has been the
request to either join companies in a more permanent role or to become an advisor and supporter
of fundamental business decisions. Chris mentioned that he was sometimes surprised how this
dynamic developed. He said his clients mentioned things to him such as, “all of a sudden you’ve
become an extension of us and you’re thinking about issues at a level that is similar to what
we’re thinking about it.” Other clients voiced praise in a different form, stating:
Before we started working with Chris, the communication in our leadership was at a total
stalemate. Chris has a knack of bringing issues that are under the table out into the open,
but those issues should not always become part of a discussion. This is a way of helping
us to let go of assumptions and communicate more effectively.
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The role of the coach/name. Chris appreciated my attempt to identify better terms for
external business coaching and confessed that he had frequently thought about words that would
better describe what happens in the long-term coaching relationship and the kind of coaching he
practices. We had many laughs about this topic in our discussions and interviews.
One of the terms that appeared and were mentioned by Chris was conciliary. This is a
term originating in the mob culture. It refers to a certain person in the mob that nobody knows
about. This person is behind the scenes and a lot of what happens is influenced by the conciliary.
When translating this idea to his own role, Chris said “I think of myself as kind of like the
‘Business Wizard of Oz’ without the curtain. The coaching is not about ego, it’s about soul. It’s
like your outer soul in the business context.”
Harry
Harry is a good friend and recent new member of the 50s club. His passion and purpose
is helping people be the best they can be, which allows him to be the best he can be. One of his
personal mottos is “I am too blessed to be stressed.” We have known each other for several
years and have conducted some business together.
When looking at Harry and identifying what qualifies him for this study, several areas are
worth mentioning. Harry, among other things, is a speaker, trainer, and seminar leader. More
specifically, he has been a speaker, trainer, and seminar leader for over 30 years. Harry has
conducted seminars, training, and given speeches to thousands of people on topics as diverse as
goal setting, leadership, life balance, youth sports coaching, personal protection, life skills, and
spiritual and personal growth.
For this study about long-term coaching, it is relevant that Harry is also a Certified
Master Life Coach. He has over 25 years experience empowering and partnering with people
who desire to live a fulfilled and balanced life. He does this by teaching methods that will
elevate coachees’ bodies, minds, and spirits. While predominantly starting from a life coaching
point, Harry is frequently asked to coach in the role of an external business coach and has
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developed methods and training sequences that help business owners improve their
understanding and habits. A specialty of Harry’s is to identify and instill a clear understanding
of what it means to work on the business and in the business, particularly for owners of small
businesses and sole proprietors.
In addition to his coaching and training background, Harry is also the author of a book
about living a balanced life. Due to our close relationship and many different projects, we speak
to each other almost daily. For the purposes of this study, we identified a few specific meetings
we used to discuss the topic and the goals of the study. Next, we conducted dedicated interviews
similar to all other participants. These interview meetings were recorded and transcribed. Since
then, we have had several follow-up discussions about results, some insights, and some
clarifications. Harry is probably the participant in this study who I spoke with most often about
the topic and reflected on his statements. He has also been very supportive of my work and
shown a lot of interest, partially because he comes from a life coaching background and has
adopted business coaching in the last 5 years. His goal to constantly better himself is very
apparent.
The early stages. Marketing the coaching services and finding new clients or being
found by new clients varies for Harry because some clients come to him for help with their
practice or business after they participated in one of his coaching certification courses, some
received life-coaching from him first, and some directly ask for help because they found content
Harry has developed on some of the many social media platforms in which he is present and
delivers content. Very early on, he has a discussion with the potential new client about their
goals, what they want to achieve, and what they hope to get out of the coaching relationship.
Harry aims to develop a situation where the coachee ultimately becomes independent of the
coach and can function and make good decisions without help. In addition, behaviors should
have developed that support business success. Harry reflected that his clients are very dependent
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on him in the short-term, right after the contract has started. Coachees are a little apprehensive.
At one point in an interview, Harry said “really, it was like somebody is sticking their toe in the
pool to see if the water was warm. The coachees are not as forthcoming in the beginning as they
become over time.”
The shift/transition. When Harry and I spoke about the transition from the new
coaching relationship toward the established long-term relationship, we touched on several
aspects that characterize the transition. To understand Harry’s views and goals, it is important to
know that he wants to get his clients to the point where they do everything that they were
working on together, on their own.
To illustrate this transition, Harry elected to tell me about one very exemplary case that
brought vivid memories forward during our interviews. Harry began by describing the starting
conditions as mainly getting to know each other, really getting the coachee comfortable with the
concept of coaching, and the fact that he was there to support the coachee, as well as holding her
accountable. These two aspects are very important for Harry to clearly establish: the open,
comfortable relationship; and the accountability for the promises given during the coaching
sessions. They are, in Harry’s words—two sides of the same coin. Using the example, Harry
said:
She had never really gone inside herself. She really never had set any goals for herself.
This is why she was stuck in the career field she was in. She just didn’t really have a lot
of direction. As our relationship developed and we transitioned from short to long-term,
the obvious thing I could see was that she was opening up more and it was easier. She
was actually talking more without me having to ask more and more questions. The more
comfortable, the more rapport I established and the closer we got to trust.
Indicators that this trust was developing were described as the sessions with the coachee being
livelier, friendlier, more animated, and more excited.
As with other study participants, Harry spent some time pointing out that the coachees
begin to talk about other relationships, often not business related. Equally, more personal
aspects are addressed and the line between business coaching and life coaching begins to blur.
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Throughout our interviews and discussions, Harry often revisited the topic of
accountability as part of the coaching process. He told me it is actually accelerating as the
relationship deepens. In his words, “they know that I am holding them accountable so they start
holding themselves accountable. When that happens, I know that we have taken steps toward
them becoming more independent.”
Working in the deep relationship. Harry had many cases where the trusting, long-term
relationship has been established. In some cases, the coaching actually stopped and the
relationship transitioned into more of a business support role. What Harry made very clear as
one of the maxims of his approach to coaching was the maintenance of a certain business
professionalism in his role as a coach. He feels it is very important to maintain the line between
the trusted coach and a personal friend. During several of our conversations, Harry said:
Because I am so intimately involved as a business and life coach and know so much
detail about what’s going on in the life of the coachee and their goals and those types of
things, I think the longer that I am with somebody, the closer we get. It can become a
challenge but it is very important to always maintain the professional distance to be able
to be a coach.
The person Harry had referred to as an exemplary case had also gotten more and more
comfortable and began to realize that coaching actually started to really work for her. In turn,
Harry explained, “the more relaxed she became, the more open she became. And overall, this
openness enabled us to be closer in the relationship of coachee and coach.”
Harry confirmed one indication, seen in several interviews. As the relationship develops
and gets deeper, coachees begin to reveal more and more personal things without being asked or
encouraged to speak about them. Harry is a strong believer that coaches are supposed to
constantly move the coachees forward, looking forward and taking coachees into the future
rather than the past.
Our exemplary case was no different. Harry described:
She did on a couple of occasions say: “You know there has been a long, long time before
I have been able to trust somebody and especially a guy, especially a man, and that’s the
point where, Harry, I trust you.”
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According to Harry, this increased trust and depth is also a fertile ground for the coach to
challenge the coachee on some beliefs. The coachee listens more intently and is willing to give
suggestions. Conversations are no longer superficial but filled with emotions, energy, and
revelations.
When taking these different aspects of the long-term coaching relationship into account,
Harry pointed out that trust is the fundamental requirement to have success in coaching. “It is
critical,” to use his words, and becomes the catalyst that makes the coachee listen and develop
suggestions that ultimately change behaviors. Even though the goal is to develop a long-term
relationship, one job the coach has, as Harry put it, is to demonstrate an ability to easily establish
that rapport with coachees as quickly as possible by just being authentic. Harry believes that this
authenticity allows him to move rather quickly into the deep, trusting relationship with his
coachees, while maintaining clear boundaries between trust, respect, and friendship.
During many of our discussions about my work in this study, our collaboration in other
projects, and during interviews, I asked Harry how he would characterize the feedback he
received when he has taught a class, completed coaching sessions, certified a new coach, or
anything else revolving around coaching. Though there are probably many individual examples,
Harry himself always comes back to two things. One that people tell him and that I can always
feel when working and being with him is: “Harry, it’s easy to tell that you really care about those
you work with and spend time with, coach, train, and help.” This is a very tangible observation
and experience. From his own perspective, this can be attributed to what Harry aims to be. He
spelled it out to me like this: “I am always open, authentic, forthright, honest; and I come with
integrity. And I think . . . and I am very positive and forward thinking and I think people feel
that.”
The role of the coach/name. As we transitioned in our interviews and discussions from
the relationship between the coach and the coachee, the role of the coach came more into focus.
Harry believes that his coachees know and understand how proud he is of them, especially when
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they keep themselves accountable for doing what they promise to improve their behaviors. In
that vein, Harry sees his role in many ways similar to a guide. He is helping guide people to
their own answers. Another term he used several times in place of the word guide was
“pathfinder.”
An important distinction is the development aspect Harry describes as fundamental to a
successful coaching practice. He says “the coach has to be constantly willing to grow
him/herself, coming up with new things, new ideas, new techniques, new things that can be done
in coaching sessions, and to overall better yourself.”
Almost like a closing statement, Harry proclaimed coaches need to be willing to change
and to adapt to what their clients’ needs are. Only then can they take advantage of their gift of
establishing quick rapport and allowing the coachee to open up, have trust, and focus on selfdiscovery, improvement, and change.
Mike
The early stages. A common friend, who knows Mike as a very successful coach,
speaker, and consultant, referred him to me. After a few conversations and email exchanges, we
were very much aligned in our views and interests. I asked Mike to participate in this study and
he immediately agreed.
Mike has a very clear and structured picture of what coaching, especially long-term
external business coaching, should be. He finds his clients in many ways, but most often, they
come to him through referrals. When someone is not sure if coaching is actually something they
want to commit to long-term, Mike allows a client to start with an initial, short-term horizon and
then decide to move forward and convert to long-term coaching. Reflecting on several
examples, Mike said “those short-term relationships gelled and I think the value expanded and
they realized that this is something that should be ongoing so, it did change from a short-term
project to a longer term coaching relationship.”
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Mike receives most of his coaching contracts through referrals. Existing and former
clients tell their friends and colleagues about Mike and refer them to him. Compared to other
coaches, Mike knows about his new clients and they have a pretty well developed picture of
what to expect when they start working with Mike. Similar to other interviewees, Mike pointed
toward a gift or ability he has. It results in the development of a “high trust factor,” as he called
it, very quickly after the relationship started.
When Mike and I were getting into the first interview, we spent some time exploring how
we could best speak about the topic of long-term external business coaching. That discussion
quickly moved toward some thoughts of what successful coaching actually looks like. Mike
differentiated between the results of the coaching, which can be very different and mostly
depend on the desires and aims of the coachee. The other aspect was the actual coaching while it
is happening.
Success, according to Mike, can only be achieved when the relationship that forms is
grounded in the “bedrock of candor, transparency, and trust.” Mike made it very clear that it is
not something that he points out when the coaching has progressed for some time and has
become long-term, but trust is the foundation from which he works and tells his coaches about
right from the start.
The shift/transition. Mike was special in our interviews because he was fascinated with
the idea of a transition from one form of relationship to another, here short-term to long-term,
and what happens. We talked about this aspect several times and for a comparatively long time.
Besides his interest, Mike also reflected about his own performance during this phase in the
coaching relationship and some of the failures he experienced over the years.
When I asked Mike if he has any timeline or plan in place in his mind when a new
coaching relationship starts, he said he did not. He also pointed out that it is not always clear
that a new contract will become a long-term relationship, although Mike always tells his clients
that that is what he is most familiar with and believes will bring the best results.
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To determine if there are actual indicators that can be identified when the shift from the
short-term to the long-term relationship occurs, Mike found his own way of describing what he
believes is happening. He spoke of an “attitudinal shift” during which coachees, mostly
managers and executives, transition from believing that they have to make some changes to keep
a job, to believing they will experience better results overall when they make these changes and
let them become more of a lifestyle and truly develop into habits.
That realization is the result of a thinking process that was formed by the experience of
working with Mike as a coach. In the actual behaviors, one identifier Mike pointed out was the
willingness of the coachees to disclose some of their own insecurities, many of which they have
masked for a long time. This process stimulates Mike to confront and maybe unearth some of
his own insecurities and weaknesses, often related to practical experience from his work in
corporations, both as an employee as well as a consultant. In this sense, the phase of transition
allows the coaching to be very interactive. In some cases, it is like comparing notes from cases
both Mike and the coachee have experienced in their work-life.
At this transition point, the relationship is still closer to consulting and open discussion
than coaching. Mike made me aware that his clients are individuals with strong egos. In many
cases, they were encouraged to seek coaching or discovered coaching because there was a gap
between what was expected of them and what they were doing. When the situation escalates, it
begins to cause the coachee to feel some pressure, allowing them to realize that they might
benefit from outside help.
With the stage set like this, and open discussions occurring, a transition begins. Mike
expressed that he can “see leaders becoming more humble in their demeanor, in their choice of
words, in the presence of others by the questions that they ask; I see trust opening up with them
and they have really done some internal examination.”
This external self-examination does not occur automatically, but is encouraged by Mike
and supported by activities Mike suggests to his clients. When the coachees report about their
experiences, that disclosure builds trust for the coaching relationship.
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Mike actually used the term “shift” (without me mentioning it) to describe the transition
that occurs, not just from a short-term to a long-term, established relationship between him and
his coachees, but also as a shift that moves the coachee from a state of self-absorption to really
being absorbed with other people, listening what they have to say, and being open to learning.
That is the case when, as is most often true, the transition is successful. In some cases, it is not
successful and Mike did not shy away from speaking about that scenario as well. He was the
only interviewee who spent more than a cursory few minutes on this aspect of transition and
coaching relationships in general. I am very grateful for this insight. Mike portrayed it this way:
There were guys who didn’t make the turn. We didn’t get it done and, you know, in a
couple of those, there were some real character flaws in the individuals. I don’t even
mean technical incompetence but, there were just some real character defects. I think
there was some irreparable damage that had been done in the organization; we weren’t
able to get over it . . . when they failed; I take it that it wasn’t entirely my fault but, those
cases force a good coach into some serious reflection.
Coming back to the successful transitions, Mike cheered up and reflected on a couple of
cases where the coaches really “shifted gears.” According to Mike, it was visible in the person
in two ways:
1. When the coachee/executive got feedback; from their spouse or family members;
there was a change in that it lit the eyes up of these guys.
2. Feedback from their staff reporting that they were really making headway and usually
it would be over something very specific like an interaction at a meeting.
Each time these things happened to a coachee, Mike stressed that this awareness of their
progress was very motivational to the coachee, particularly when it came from a family member
such as their spouse. Mike recalled one case where a coachee come to a session and literally
bubbled like a fountain:
Mike, you know my wife is just; my wife just said to me last night; she sees a huge
change in me, and my son came to me and said he just saw a huge change in me and I
handle this situation so differently.
When a coachee comes to a coaching session and reports these experiences, Mike called them
“pivotal moments” that become referenced again and again throughout the coaching
relationships. They are helpful because the coachee never forgets them and they can become an
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inspiration and very motivating during times when progress is not so obvious or the coachee is
struggling with a specific change.
We also briefly touched on the aspect of internal versus external coaching. Here is what
Mike explained to me as the benefits of being an external business coach:
I can work without the stressors or the dynamics of reporting relationships; I’m free to
say what I want to say and we have an understanding and expectation about candor. It
frees me up with very pure intentions; very unadulterated motivations to truly be helpful.
Working in the deep relationship. Though it might appear that we had a lot of structure
in our conversations, we actually transitioned seamlessly from one topic and question to another
and, in some cases, briefly reverted back to something previously mentioned. Talking about the
actual work between the coach and the coachee in the established long-term, deep relationship,
Mike portrayed his coachees as very vulnerable. As the coach, Mike recognized this willingness
to be vulnerable as an installment of trust toward him. When it becomes obvious to the contacts,
co-workers, and other people surrounding the coachee, it leads to “immense respect.” As the
coachee becomes more familiar with the situation and can see the benefits, the openness and
willingness to share also builds trust. Mike described it as a process that uses this strength to
“overcome fears and achieve success, however it might be articulated.” When it comes to
developing his coachees toward their goals, Mike described a “spirit of improvement; I just find
most people have an appetite for it.”
Mike and I talked for some time about the literature that has been produced since the late
1980s regarding soft skill development and improvements for people in power positions. What it
comes down to for Mike is “the ability to ask a question; the ability to listen to someone's
answer; those are the things that we really are focusing on when coaching in the business world.”
When the transition we discussed earlier is analyzed in the context of the deeper relationship and
the work post-transition, Mike wanted it to be known that his coachees have, by that point,
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reached a state where they are able and willing to “wipe the slate clean, let go of the baggage,
and start over:”
There was a lot of trust that had to be built although there was already a level of trust to
begin with but there is a stronger trust. I think there’s also an admiration that both of us
come out of for each other; a sense of gratitude that only comes from that length of time
and those kinds of interchanges with each other. You know it’s not been all roses, but the
end result is worth it.
As the trust and depth increases, Mike referred to a particular case. He identified
attributes that had developed, allowing him to very candidly confront more of the personal
questions with the coachee. Most importantly, Mike could bring these issues up without fear of
reprisal:
I’m safe; I’m from outside the organization; I have access to a lot of resources and other
touch points that can be complementary to the work of the organization or the individual
and I’m not inside their political infrastructure. It sets me up to be a strategic ally and it’s
so easy for me to offer some insights and appears to have big value for them. That is the
trust factor of my coachees; their ability to be transparent with me, to really talk about
fears that they wouldn’t have been talking about to date, maybe even covering up
themselves; fears they have about their own inadequacies when they start; when they’re
able to really share those with me. That trust and what that does; it really just elevates
candor and the more we elevate candor; the more we can really get at the heart of what
needs to be strengthened. We get better results the stronger the trust; that allows us to get
tougher with each other at times, to really confront the most difficult, gut-wrenching
aspect and never question that the welfare of the person is really what’s the intent.
When asked how these interactions have to be envisioned practically, Mike explained that roleplay is a very important part of his overall methodology because it gets results that are very
behavioral based: “people remember it and it helps them go forward.”
The role of the coach/name. In our discussions, Mike and I spoke about the feedback he
receives from his coaches and the companies he helps. To protect their privacy and the
confidentiality agreements he signed, I agreed not to press on any of the specific issues. As
described earlier, Mike often receives feedback from spouses and fellow workers, as well as the
organization in general—and his good work frequently leads to referrals. Rather than getting
more specific on this part of the interviews, we decided to look into the role of the coach.
Mike sees himself as a partner and would like to be seen by the client companies as a
strategic partner. He stated his definition and meaning of the word “partner” as “that word being
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used very affectionately and very specifically, and as a sign of a very intimate relationship. I
think it just articulates the essence of what I want to be for those persons.” In his closing
statement, Mike compared his role as the coach in relation to the coachee, most often being a
manager or executive, as in some ways “a personal board of directors to that executive/coachee.”
Kristin
Kristin is in her 50s and is one of the most experienced and credentialed coaches I
interviewed. She was the last person in the original sequence, which allowed me to refine some
of the questions (being familiar with some of the answers) and develop some follow-up inquiries
(based on earlier interviews).
I had been in contact with Kristin for several years on and off, going back to some
comments we both provided for an online discussion. I was impressed with her views and we
spoke about her willingness to participate in this study. When we finally started to discuss the
interview series, I was glad to find out that Kristin was still interested in participating.
Kristin founded Alignment, Inc. in 2007 to help individuals, teams, and leaders increase
their overall levels of contribution, bottom-line effectiveness, and personal fulfillment. In 2009,
Kristin pursued and was awarded the distinction of Professional Certified Coach (PCC) from the
International Coach Federation and also achieved the designation of Certified Leadership Coach
through the esteemed program of Georgetown University—an exclusive, highly competitive
program. Kristin’s foundational, practical business experience was her tenure at HewlettPackard Company as a sales executive, global sales leader, and general manager. She learned
what makes a fully aligned culture competitively differentiated under the leadership of Bill
Hewlett and Dave Packard at the onset of her career—and she never forgot those principals.
Ultimately, Kristin led the channels and partner program that supported Hewlett-Packard’s
largest corporate accounts. That is the backdrop for our interviews for this study.
The early stages. When discussing the early stages of a new coaching relationship,
Kristin pointed out how fortunate she is to get almost all of her clients through referrals. When a
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referred client first begins coaching sessions, Kristin described that many of her clients do not
know how to slow down, how to take a moment to reflect, and how to step out of the daily grind.
In this phase in her new coaching engagements, it is important to allow things to develop. She
told me “you maybe have heard it in another context but, literally, ‘silence is golden,’ even if it
takes five to 10 minutes in the beginning.” Not only is Kristin silent to listen to what her clients
have to say, but to let them experience silence. That is what five to 10 minutes means. Her
clientele sometimes do not know how to be quiet or to listen, and several minutes of silence is
something they need a while to get used to. The way I understood her, this kind of deliberate
silence is one way to slow coachees down, let them take a little time to concentrate, and to
become more careful in the selection of their words.
As we talked about these early stages of a new relationship, Kristin, as with other
interviewees, confirmed that the establishment of an open and trusting relationship and
environment is very important for later success. In our conversations, Kristin referred to trusting
in the coaching process and the fact that change does not happen overnight. She also referred to
trusting in her as a person and trusting that opening up and revealing things not necessarily
related to business or work can be important to reach the depth that will ultimately become the
foundation of change in behavior. This change, in the discussions and interview with Kristin did
not appear to be very defined at the beginning. Due to the fact that people are referred to her,
they know that they want to change and identify positive change as something they have seen in
other people Kristin has coached. Realizing that everybody is different leads to a phenomenon
where it is not necessarily clear what change a new client is looking for.
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The shift/transition. As the relationship with the coachee deepens and more and more
sessions have taken place, a shift is detectable. Kristin said “it is a profound experience when a
coachee makes the turn!”
When the environment in which the coaching sessions are held has become a safe place
to talk about work and other issues, and the trust with Kristin as the coach deepens, coachees feel
a need to open up and are more able to address the issues they want to talk about and describe the
changes they are making to achieve their goals. I asked Kristin if she would be able to articulate
how the shift in a coachee can be described. The recording of this part of one of our
conversations was not able to be completely transcribed. Here is what I was able to reconstruct,
paraphrasing what Kristin had told me:
There is a need for the coachees to allow themselves to open up. It becomes apparent
when they begin to struggle to give answers to my questions. In the early part of the
relationship, they typically have to answer easier questions and the answers just flow
quickly. When we get deeper, and there comes a point where they stutter, become silent,
and begin thinking, that’s an indication that they are shifting gears and get deeper.
Sometimes coachees give the impression as if they own the universe and know
everything and have big egos and they believe they don’t really need to change. They
think everybody around them needs to change. I actually don’t really like to take on
these cases, but they are 80% of the market of our human species. It takes time to get the
ball rolling but when it begins to roll it is an amazing and gratifying experience, and as
the coach, one needs to be careful not to move forward to move forward too fast. Letting
the small successes build and letting the coachee realize that something is happening is a
very important part of the process.
Working in the deep relationship. In the established relationship, the openness of the
conversation allows the coach and coachee to tackle almost any topic. Kristin mentioned that
early clear lines between business and work topics, personal issues and family issues, and so on,
disappear over time and all issues begin to revolve around the person. It is not uncommon to
discover that certain behaviors and resulting actions are based in experiences from childhood or
something that occurred or was said during a fight with the spouse. There is an aspect in the
deep relationship Kristin and I discussed that is somewhat experiential, as in “conducting
experiments.” Situations or topics do not necessarily have a clear, single solution. With that in
mind, it becomes Kristin’s role as the coach to offer safe and sensible suggestions toward finding

116
solutions that work for the coachee. During our transcribed interview, Kristin used a beautiful
metaphor to illustrate this process:
In some cases, the newness of an idea can be a hurdle to move forward. It’s just
something that pops in the coachee’s head or was suggested by a friend or became an
idea out of a coaching conversation. When there is some willingness to experiment it
feels like a scene by the river. I help the coachee to get the toe into the water at the
river’s edge but allow them to step back when it isn’t immediately comfortable. Then
they might try again, and after a while they get in all the way, and they begin to like
swimming. They get totally into the water each time, and finally they really get into the
flow and don’t want to stop anymore.
This picture also led us to discuss how the end of this deep stage of coaching is identified
and how coaching relationships end. It was pretty clear that Kristin does not work with fixed
durations in her contracts. She pointed out that there can be a point where the discussions get
stagnant and stale and, in her words:
It becomes time to find out if the coachee is still getting something out of the relationship
and the sessions. If yes, then we need to work on getting more progress and action, if
not, it’s time to work toward an end of the coaching contract.
Kristin is aware that there is a time for regular coaching at a certain frequency, but then
there comes a point where the need for a high frequency may no longer exist or coaching does
not produce significant effects for the coachee anymore. Kristin said:
It is important to realize that we can’t be available for them forever. We are with them
on their path for some time, but like the mother bird, we need to be willing to push them
out of the nest, allow them to fly, and come to an end of the coaching relationship.
One interesting aspect that Kristin told me about revolved around the formality of the
coaching session and the goal setting initially practiced. Though it is important to have this kind
of a process the coachee can use and apply, there is also importance in fostering the willingness
and ability to try things without the always present support of the coach. Kristin portrayed this
less regimented aspect this way:
Coachees need to learn and allow themselves to color outside the lines and as the coach
we need to be willing to give them the space and time to develop that ability. It takes
time, but it also establishes the confidence they need when the coach isn’t there anymore
all the time.
Feedback/reflection/role. When we talked about the feedback Kristin gets from her
clients, she did not want to go into much detail to protect the identity of her clients, some of
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which are high profile and potentially identifiable by specific feedback recollections. Kristin, on
the other hand, likes to get feedback and told me about several cases that reflect the work she
does and the name she elected to give her company. Recalling one specifically gratifying
instance Kristin said, “she said she was ‘in alignment and coherence with me.’”
At the end of one of our interviews, I asked Kristin if she would like to give me a closing
statement, not directly answering a question, but reflecting on what she felt would be valuable to
add to this study. Kristin revealed, “I believe we have all the answers within ourselves and, as a
coach, it is my job to bring them out by asking good, profound questions.”
HeideMarie
I know HeideMarie better than most other participants in this study and have often
spoken with her about coaching, well before I began writing the questions and chapters of this
document. Based on this experience, perhaps she was already aware of the descriptions, the
purpose, and the ideas of this study. Not only were they known because of our conversations,
but also because HeideMarie is totally immersed in the world of coaching. She holds an
executive position for the largest coaching organization in the world, ICF. I felt helpful to ask
her about her vision and her specific vision for her own coaching as a starting point for our
interviews and discussion around this study.
HeideMarie explained her general vision as “leadership is a way of life, no matter what
function or position a person holds in their lives.” She also described the special vision as a
coach as ”your unique talents and gifts, your integrity, and your passion combined from the
natural basis of your leadership qualities. You are the expert in your own life.” She set a great
stage for the deep, revealing conversations we had as part of this study.
HeideMarie specializes in some selected areas of the wide coaching spectrum. She listed
them as follows:
•
•
•
•

Women and men on their way up the career ladder.
Young professionals in their first leadership function.
Up and coming entrepreneurs (including succession).
Senior entrepreneurs looking for strategic re-orientation.
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•

Expatriates from English speaking countries to Germany and vice versa, seeking to
make a smooth transition.

HeideMarie described her coaching style as trusting, challenging, empowering, encouraging, and
inspiring.
The early stages. Following the guidelines my questionnaire provided, I asked
HeideMarie how the new coaching relationships she starts with her clients begin. I learned that
HeideMarie uses a questionnaire of her own where she asks new clients about the short, medium,
and long-term goals they would like to accomplish while working with her. In addition, she asks
them what they see as their strengths and weaknesses, what they want to work on, and how
coachable they think they are.
When referring to coachee’s responses, often the starting point is an expressed
willingness to improve. HeideMarie said “even the willingness to be able to improve what
they’re already doing is a wonderful way to start.”
Because much of HeideMarie’s coaching involves individuals who are about to or just
recently moved into a leadership role in their work, it is normal that they still feel a little insecure
in their new function. One additional aspect HeideMarie felt important to point out is the fact
that 99% of her clients are women. Keeping in mind that women in leadership positions are still
a relatively new thing, especially in the comparatively traditional environment of German
business in which HeideMarie works, she told me that the women she coaches are looking for
reassurance, confidence, and courage that they can really do the job as a leader. For many of the
coachees, it a major change in their life, be it for a totally new career, a new role, or their first
time taking on a strategic position in their current business.
As others before her, HeideMarie pointed out that the type and positioning of her
coaching automatically lets the first few sessions be dominated by business issues and then “it
turns out it’s always about the person. I just simply want to make it clear that I wish to coach
with people who really are willing to be coached.”
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The shift/transition. Based on this foundation, HeideMarie and I transitioned into a
discussion about her observations of the early stages of the coaching relationship, keeping in
mind that many coaching contracts start as a defined, 3-month program, from which a few
coaches move into a longer term coaching engagement. This precursor guided HeideMarie to
tell me:
The initial coaching relationship is not asking for advice actually, it’s the need to talk to a
more mature person, to a senior person, let me put it that way, to a senior person, who has
been trained as a coach and who doesn’t do therapy, who doesn’t do mentoring, who
doesn’t do consulting, but who takes them from point A to B.
Because many of her clients come to her through referrals or suggestions from businesses
directly, the longer-term coachees get:
Right on the spot in each new session. Most of the time they come prepared, they really
know what they want, they really know what they can ask of me, I know I can make
requests from them, I can challenge them in a totally different way.
I’m just thinking Axel . . . I think the biggest difference is that longer-term clients
have understood deep inside that they have all the solutions inside of them. When I said
they come prepared, they have already given some thoughts to what they want to
accomplish in their sessions and by that time they know that with me listening,
oftentimes the solution just simply comes up out of themselves. Once they see that they
can really do it, then that will produce some more trust in themselves and from then on
there is a noticeable shift, there’s more trust in themselves and trusting our relationship.
It’s a shift in focus, and this shift allows them to build from the inside out what
they wanted to build originally only around themselves.
Working in the deep relationship. The focus a coachee finds by working with
HeideMarie begs the question of what happens when the relationship has gained depth. With
this depth, according to HeideMarie, comes increased trust. This cases a shift in the work, the
conversations, and the overall coaching. HeideMarie described it like this:
By trusting me totally, by fully trusting me, this is so amazing and they open up very
quickly and this allows me to explore the real issues beneath what they tell me as the
issue. Once this trust is really profound and not just an accidentally occurring moment,
they show more and more of their real issues and they’re very grateful for me to be there,
to listen to them, to be all there for them, to give them my full attendance and presence.
The issues HeideMarie described as coming to the surface also show a difference in depth
and characteristics. As mentioned earlier, the clients come to coaching because they believe they
have an issue with their new role, do not know enough, or have never experienced it before, and
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so on. As it turns out, and similar to coaching that occurs under similar precursors with other
coaches, the actual topics and issues that need addressing in the longer-term relationship are
often not really business related. That does not mean business related issues do not exist and do
not need to be addressed. What ultimately comes to surface, according to HeideMarie, is that the
coach becomes a sounding board in one capacity and a safe person to talk to about inner,
personal issues. HeideMarie described this aspect of the transition toward more depth by stating:
It’s more about themselves, about how they can work with their needs and values, how
they can adjust their life according to their values,—it’s more about inner attitudes
toward life, toward their business, toward partners, it’s more intimate in a way.
In many ways the actual, practical examples and experiences that we all have as coaches
tell the best tale of how much or how little can be achieved with external business coaching.
When discussing the aspect of long-term versus short-term coaching and the elements that
identify the special relationships that form as part of very deep engagements, HeideMarie
recalled one of these telling examples. These examples tell more of the depth and have touched
me profoundly while listening. These are not my words or the words of HeideMarie, but the
words and actions of those who benefit from coaching. These words are not necessarily spoken
with length, specificity, or applicability to a study, but they come from a deep, heartfelt place.
When I listened and later read the transcript, they kept touching me deeply and I decided to
preserve them as they were given. HeideMarie recited her experience in this amazing way:
I simply asked her for her vision for her life. I asked her to really create a vision without
any boundaries whatsoever, and all of a sudden she came to “Wow, this is what I want
and I wanted it all along, I don’t know why I didn’t do it.” So, she needed a little
encouragement and we worked a lot on her strengths. Me as her coach acknowledging
and honoring her strengths so much and continuously doing this, allowed her to finally
build that inner trust in herself.
She discovered how much she had neglected herself and how she was learning
about taking extreme care of herself. She was starting to learn the tools of nonviolent
communication; she was starting to read totally different books than before, and though
she was happy to be on her own in the past, she discovered through our coaching,
interactions, activities, and trusting relationship, that she needed company, she needed a
partner, she needed this and that. So, for her it was a major shift in self-perception and
well-being and this, of course, radiated into her business life. Subsequently to, and
already partially during, our coaching, she has developed much better relationships with
her clients, with the people who work for her, and in some cases as a sign of her dramatic
shift, ending business and personal relationships that were not good for her in her view.
In other words, she has learned to center in on herself and on her very inner strength.
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Coachee feedback/reflection. Reflecting on what kind of feedback coaching of this
depth and transformational power receives, HeideMarie recalled some expressions her clients
have used. One client told HeideMarie “you are simply the only person who could have done
what you have done for me.” Another expressed her gratitude by stating “you know and I know,
I don’t actually really need you anymore, but I want you. I want you to listen to me and help me
think things through.”
Though we did not expressly discuss more examples, I am certain there are many more like this.
HeideMarie summed it up very modestly: “One thing I know is that my coachees really
appreciate my art of questioning and what we achieve together.”
All the participants in this interview series were very gracious with their time, were
flexible, adjusted to my availability, and were patient when delays in developing the dissertation
proposal delayed the interviews. After reading the transcripts and dissecting them to identify the
most compelling and suitable passages for the results described above, several themes emerged
and the discussion about long-term business coaching will be ongoing. In the following chapter
5, I draw conclusions based on the interviews and identify the themes as they emerged. In
addition, findings that help fill gaps in existing literature and impact further development of the
scholarship of leadership are discussed.
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Chapter V: Conclusion
This chapter describes the conclusions of this study regarding what was learned during
the interviews with the participants. How did the results fill the gap in the literature that was
previously identified in chapter 2 and what implications for leadership in general can be
identified? Becker (2007), Hooijberg and Lane (2009), Peltier (2010), Scriffignano (2010),
Sperry (2007), and many other researchers interested in coaching confirm there has been
relatively little empirical research in coaching specifically regarding the dynamics of the
coaching relationship.
While describing the conclusions in this chapter, I will cover three main elements:
1. themes that emerged based on the data from the interviews,
2. a comparison between the existing literature and how the new data fill existing gaps,
and
3. my heuristic view as a practitioner in the field of coaching and the resulting
interpretation of the findings of this research.
For this chapter, I will look at shifts in the dynamics of the coaching relationship when it
transitions from short-term (defined as lasting less than 4 months) to long-term (defined as
lasting more than 4 months). Along with other elements, I identify how the coach-coachee
relationships evolve based on the interviews I conducted. I considered the impact the results of
this study may have on coaching, the coaches in general, the coaching community, as well as
broader potential implications for leadership.
The current study focused on external business coaching and the long-term coaching
relationship. In this context, external business coaching has been considered a means to help
achieve professional and personal goals. All interviews in this study showed that, while initially
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focused on business, the coaching relationship overarches personal and private aspects as it
transitions from a short-term to a long-term period.
External business coaching is basically a relationship where an external coach supports,
collaborates, and facilitates client learning, helping the client or the coachee to identify and
achieve future goals through questioning, assessment, reflection, discovery, goal setting, and
targeted action. The interviews conducted during this study revealed that most coaches use a
certain approach to initially identify who their new clients are going to be—and in one case, a
participant in this study even called the process “somewhat of a courtship for both partners,” the
coach and the coachee, to make sure that their relationship has the potential to last for a long
time.
When I started this study, I had anecdotal evidence from other coaches and my own
experiences indicating there was a shift in the relationship when the coach and the coachee have
worked together for a longer period of time, identified and defined for this study as more than 4
months. This study focused on finding the answers to two questions:
1. How does the relationship between a coach and the coachee change in long-term
coaching engagements?
2. How do these changes impact the coaching process dynamics and results?
Regarding the methodology to be used in the study, a pilot study I conducted in 2008
showed that the most appropriate methodology would be very important for the successful
completion of this study. Originally, it was not clear whether qualitative or quantitative research
would be most appropriate. Therefore, in my pilot study in 2008, I attempted a combined
approach using mixed methodology techniques to identify if an initial quantitative approach
followed by a qualitative approach would allow generating the best results with a very limited
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number of participants and using a different set of questions. The pilot study showed that the
qualitative approach would provide the most meaningful way to address my research question
successfully. As chapter 3 of this study showed, the qualitative approach chosen for this
particular study was phenomenology based on the original research by Husserl (1913).
For the purpose of this study, it was important to establish a clear definition of coaching
and use this definition as a precursor in the interviews for study participants, so everybody had a
clear understanding of the starting point from which this study was conducted. For this
dissertation, the following definition of external business coaching was used: External business
coaching is the relationship in which a coach supports, collaborates with, and facilitates client
learning by helping the client to identify and achieve future goals through questions, assessment,
discovery, reflection, goal setting, and directed action.
I conducted this study with the methodology of phenomenology. Within
phenomenology, the fundamental goal is to reach an in-depth understanding of a phenomenon.
To understand what is uncovered, a certain philosophy for a comprehensive view of the world, or
weltbild, is required. This study was conducted within the tradition of philosophy established by
Husserl and others described in chapters 2 and 3 of this dissertation.
In this qualitative approach, it was important to conduct semi-structured interviews.
Many researchers prefer the semi-structured interview method for phenomenological studies
because it is less intrusive and is two-way communication that also allows the respondent to
point out concerns to the researcher or interviewer. The flexibility may provide additional means
for the interviewer to obtain more extensive and valid data. Del Barrio (1999) explained that
when individuals are interviewed, they might have the chance to ask and discuss more items
regarding some sensitive issues. In this type of interview, the researcher accesses a greater
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opportunity for gaining insight regarding sensitive issues that may be beneficial to the research.
This approach allowed me to address topics in depth during the interview process. I conducted
follow-up interviews, where appropriate, to reach deeper and deeper levels of understating of the
process, the dynamics, and the potential shifts in those dynamics as the coaching process
unfolded. Specifically, I used the interview protocol questions as a guideline and this allowed
me to identify how the coaches, through the examples they shared in the interviews, achieved the
shifts in the dynamics they were seeking.
At the same time, it is important to note that my own experience as a coach, and to some
extent as a coachee, as well as a trainer, facilitator, and consultant, established a certain level of
bias in the conduct of this research. I fully understand this bias is unavoidable and it could not
be eliminated, as I was involved in both conducting the interviews as well as analyzing the
results of the interviews for the purposes of reaching conclusions for this study. Some people
contend that this type of bias is a prejudice and does not allow researchers to fully and
independently analyze the results. Gadamer (1989) argued this prejudice can “neither be
eliminated nor set aside because it is an inescapable partition of being and knowing. In fact, our
understanding of ourselves and our world depends on having prejudice and distinguish enabling
form disabling prejudice” (p. 16). I agree with Gadamer and believe that what could be
misconstrued or identified as bias, in this particular case, was extremely helpful and allowed me
to go deeper in the interviews while exploring the more interesting and nuanced aspects of the
coach-coachee relationships.
When a participant described a situation I had either previously experienced myself or
was partially familiar with through similarities in my own experience, I was able to identify a
rare component of the coach-coachee relationship. It triggered me to spend additional time,
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asking probing questions and going deeper into the experience of the interviewee. In a sense, indepth digging during the interviews revealed qualities of participants’ experience of which they
may not have previously been aware. As demonstrated in chapter 3 and in my pilot study, semistructured interviews were the appropriate technique and fitting methodology to use in
unearthing the patterns of the developing coach-coachee relationship.
The semi-structured interviews allowed me to initially set the structure for the
interviewee as well for myself and to have a guideline to thread along throughout the process. At
the same time, the semi-structured process was not too binding and did not force me to only ask
all the questions that had previously been identified. Rather, it allowed me to find jump-offpoints that would allow me to go deeper and deeper, where needed, to explore the rich
experiences that those that were interviewed had within themselves.
Relationships
Haneberg (2006) pointed out that coaching is tough to do if there is not a strong
relationship with the client. The speed of the process of relationship development is going to be
significantly increased if there is a deeply meaningful conversation that leads to subsequent
deeper conversations. In this context, Haneberg taught that one of the most important aspects of
coaching is the strength of the relationship between the coach and client.
The aspect of relationships emerged as a theme throughout my study and was mentioned
by all participants in the interviews conducted as part of this dissertation. When looking at the
situation of the coachee in the relationship with the coach, the organization the coachee
represents also plays a role, as mentioned specifically by Chris during our interview. Chris
pointed out that “organizations sometimes only want a specific issue addressed, like conducting
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meetings, and then it turns out that the cause for the issue is much broader and not specifically a
matter of one skill.”
Within an organization, a good relationship between the coach and the organization must
precede coaching for the coaching work to be most effective. The same is true for the
relationship between the coach and the coachee. Miller and Hal (2007), in Coaching for
Christian Leaders: A Practical Guide, pointed out that for coaching to be successful, the person
being coached needs to be ready and willing to engage in coaching development. “Starting with
the first conversation and throughout the coaching journey, the focus will remain on the
strengths, goals, and areas of development and specific situations of the person being coached”
(p. 13).
The centrality of relationships was an aspect found throughout my interviews, both
regarding the task of initially establishing a relationship between the coach and the coachee, as
well as the qualities of the relationship as it deepens over time and transitions from short-term to
long-term coaching. For the relationship between the coach and the coachee to be meaningful,
deep, and helpful, it is important for the coaches to properly prepare and have significant
training, skills, and experiences that can be brought to the coaching relationship and process.
Miller and Hal (2007) pointed out that the wise coach will be prepared for each coaching
conversation so that full attention can be given to the person being coached. That was the case
as described by all participants in this study—the preparation sometimes occurred as far as
several weeks ahead of meetings and conversations to determine if the coaching relationship
should be started in the first place. This is especially true when the goal of the relationship and
the coaching itself is ultimately to establish significant change, not just for the person being
coached, but also in the organization that the person is going to lead or manage. In his book,
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Transformational Coaching, Umidi (2005) explained that most individuals believe a deep
relationship can come only after a long period of knowing each other and gaining trust. Yet, I
observed throughout this study, as well as in many other writings about the relationships that
form within coaching, that the speed with which a relationship can be established is often
dependent both on the individuals coming together as well as the style and the approach to the
coaching that the coach applies to help the coachee gain trust. A deeper relationship ultimately
forms based on this approach and allows for the discovery and change in behavior needed for a
successful outcome at the end of the coaching contract. De Haan, Day, Bertie, and Sills (2008)
further asserted that the coaching relationship could be a succession of critical moments that
define the relationship in a way that makes it important and helpful.
Throughout my study in different ways, I saw the significance of the forming coachcoachee relationship. Participants described dynamic shifting moments. These moments
sometimes occurred very early on in the relationship and served to identify whether coach and
coachee stayed together for a prolonged period of time. The dynamic shifting moments also
occurred later in the relationship while transitioning from relatively shallow conversations about
immediate problems and short-term solutions, to the coach and coachee’s longer-term
relationship and resolution of deeper issues in their work toward successful outcomes.
Participants indicated that these moments of dynamic shift are the starting point of a fundamental
change in the coaching itself. More examples will be described later, but it is important to note
that the shift opened avenues for conversations, discovery of issues, and a path to resolution or
solutions that were not open until this shift had occurred.
In chapter 4, I wrote in detail addressing relationships and scholarly writing about
relationships in coaching and behavior transformation. The relationship plays a crucial role in

129
the success of coaching, in the way coach and coachee interact, how the relationship actually
forms, successfully transitions from short-term to long-term engagements, and ultimately
changes the person. Hardin (2002) explained that typically, when someone tells another person
that they are trusted, it is basically a statement that there is a level of intimacy between the two
individuals that allows them to reveal certain information or truths that might otherwise be kept
secret. In that sense, trust and trustworthiness are often times used in a way closely related to
confidentiality. Establishing trust and trustworthiness at the beginning or forming stages of a
relationship contributes to the belief that some information will no longer be kept confidential
within the context of that relationship. Consequently, the establishment of trust between two
people has, according to Hardin, many similarities to the trust in a relationship between an
attorney and a client, or a doctor and a patient.
One important aspect of the relationship in coaching that Hardin (2002) stressed was the
difference between the constructs of trust and trustworthiness in the relationship. “A relationship
cannot make you worse off if you are merely trustworthy in it. It can, however, make you
substantially worse, if you are trusting in it” (p. 37).
I found through the interviews with the study participants in the dissertation that initially,
a certain level of trustworthiness is generally established. Often times this trustworthiness comes
from the fact that the coachee was sent to a particular coach by an employer or a boss. Also, as
frequently revealed by the participants in this study, a coachee is frequently referred to a
particular coach by someone else who previously had either a short-term or long-term
relationship with that coach. In this case, the new coachee had already established a trusting
relationship with the person who referred him or her to the coach and that level of trust is, to
some extent, transferred to the new coach. Based on this finding, the initial contact will likely be
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smooth and it is the coach’s task to make sure the first contact and the beginning of the
relationship turns from trustworthiness into trust, as articulated by Hardin (2002).
The role of the coach is granted by the coachee based on trust. Without trust there can be
no coaching. Trust will always be at stake during the process of coaching. Trust can
increase and become more solid, and it can be taken away. It can be initially gained, then
lost and afterwards recovered. Or it can be lost for good. The coach always moves along
a thin cord of the coachee’s trust. To take for granted the coachee’s trust is one of the big
mistakes a coach can make. (Echeverr’a & Olalla, 1992, p. 21)
Trust erodes when we fail to act consistently or follow on our promises. Through their
actions, leaders demonstrate their commitment and belief in people and the organization.
By fulfilling their responsibilities and commitments and delivering what they promised,
leaders produce business results and build employee trust. (Reina & Reina, 2006, p. 39)
In summary, four major aspects, all of which are related to each other, have been found
as the results of this study and will be explored further by reviewing them in the context of the
participants.
•

Trust and depth: The first and foremost is that a significant level of in-depth trust
between the coach and the coachee is fundamental to a successful long-term coaching
relationship. This does not necessarily come as a surprise, and I knew this from my
own coaching experiences before. The different aspects shown in chapter 4 of how
the depths can be established and what the mechanics are in many cases were new in
their amazing diversity. Reviewing the examples the study participants gave during
the interviews shed much light on what it takes to reach the level of depth necessary
for getting the coachee, as a whole person, involved and potentially changed through
the coaching interaction.

•

Shifting dynamics: The second aspect indicates that shifts from short-term to longterm relationships are diverse and, to be able to recognize them, the coach needs to be
very sensitive and experienced. The changes and indications of a shift in the

131
dynamics of the relationship may be present in a somewhat shallow and superficial
conversation that focuses on very specific issues. Yet, ultimately finding a solution
or agreeable path may transition that coach and coachee relationship via their
approach of involving the whole person into significantly deeper conversations.
•

The new coachee—Post shift moment: The third aspect is that the coachee is typically
initially interested in business-related issues, but over the long-term coaching
relationship, the coachee turns to focus on issues affecting the whole person. The
various behaviors that identify the person as a coachee in relationship with
employees, bosses, and the organization as a whole, involve the way they express
themselves when they encounter others, and often evolve into new behaviors.

•

Impact for leadership and business: The fourth, overarching result of this study is the
impact of the coachee’s new behaviors for the business, for leadership in general, and
for the coachee as a person in all aspects of life.

As chapter 4 indicated, coachees are not just changed in a long-term relationship in the
way they address certain issues or problems that arise in their daily business life or in their
interactions to achieve certain business goals, but they are fundamentally changed as individuals.
The changes manifest in different ways and are not predictable. The whole person is changed as
are all other aspects of life and all the individuals that this changed person encounters experience
these changes as well. Whether it is via a spouse, friends, family, or in other engagements such
as sports or hobbies, the changes manifest in the business area and for the organization that may
or may not have been the original starting point of the coaching relationship.
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The next part of this chapter reviews the conclusions from the participant interviews. I
will look at the triangle that forms between the themes that emerged from this study, gaps in the
literature that the revelations might fill, and reflect through my heuristic view as a practitioner.
Trust and Depth
This study confirmed that trust is the fundamental requirement for a successful long-term
coaching relationship to be successful. Hardin (2002) and others differentiated between trust and
trustworthiness. What I have experienced in many coaching relationships and found
confirmation for within the interviews of this study is the need to develop levels of trust. When a
new coaching contract begins, the first impression is dependent on the path the coachee took to
find the coach. If an employer sent the coachee to the coach, it is not unusual to have a
significant level of distrust toward the coach as well as coaching in general. Frequently,
participants in the study, especially Chris and Jacqueline, pointed out that the new coachee did
not believe that coaching was valuable or necessary for them. The new coachee refused to
acknowledge any problem existed that would warrant the expense of money and time to
prescribe coaching. In this situation, the coach can help the coachee to gain trust by pointing out
general opportunities for exploring controversial topics. As Chris pointed out for his practice, it
can also be a time of “courtship” used to determine if the desired benefits of coaching can be
achieved and whether a deeper, long-term relationship can form.
In a situation where the coachee finds the coach without being mandated by someone
else, it is likely that a personal referral was the trigger for the initial contact. All participants in
this study indicated that a portion of their clientele came from referrals. In the examples
referenced during the interviews, the referring person was always a previous client. This
changed the initial level of trust that existed between the new coachee and the coach right from
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the start. Deeper trust and an expectation existed that the new coachee could accomplish results
previously achieved for the referring person. One of the tasks for the coach then became
managing expectations, especially when the reason for the coaching was not yet clearly
identified.
Interviewees all pointed out that the trust at this starting point is still comparatively
shallow and is based on perceived skills of the coach or anticipated results. The other part of this
initial stage in the coaching relationship is the cause for the coaching itself. In most cases
discussed in this study, the coachee either wanted to change a certain behavior to achieve better
results in business, or find a solution for a problem or issue that was identified in the business
itself. The focus was always narrow and impersonal.
At the point that the shift in the dynamics of the coaching relationship occurs, the level of
trust starts a movement toward progressively deeper levels. One common point all interview
participants made was that the conversations with the coachee became more personal. The
examples discovered during the interviews as well as in my own coaching experience indicated
that coachees realize only they change and that they can only get the right help from the coach
when they open up regarding all aspects of life. They begin to connect behaviors and subsequent
reactions at work with similar instances at home or non-work encounters. As coachees begin to
describe these realizations, they begin to confide more and more in the coach. Trust begins to
extend to stories about spouses, other family members, early childhood experiences, and
ultimately lead even to admissions of wrong-doing or behaviors adopted for specific situations
far in the past. When life is unfolding in this way in front of the coach through the coaching
conversations and sessions, a profound depth of trust has been reached. Several coaches spoke
about this depth as a point from which the rebuilding can begin. What is being rebuilt is the
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weltbild that Husserl (1913) talked about. Weltbild, in this context, refers to the view that a
person has regarding his/her place in the world, the relationships that were formed, the ones that
were vacated or harmed, and the overall integration into society. The coachee trusts the coach to
discuss options for new behaviors and options for new goals, and a new path can become reality.
The revelation of this new starting point constitutes a beginning and it can take significant time
to reach the end of the coaching relationship. The established trust allows for all topics to be
open for discussion. The focus on business is replaced by a holistic focus on the whole person
and the environment the coachee, as a whole person, is influencing.
Reflecting about the end of the coaching contract, study participants gave examples such
as: “kicking the coachee out of the nest” or “reaching a point where the active conversations with
the coach are replaced by internal conversations.” Uwe told of coachees who told him that they
ask themselves “what would my coach say or do in this situation?” A successfully developed
deeply trusting relationship between the coach and the coachee does not end when the contract
ends. All study participants pointed out that their coachees do not only become referrers of new
business, but almost always friends who keep in touch with their coach over long distances and
many years after the original relationship was started.
The last aspect of the trust in the relationship is its longevity in relation to changes a
coachee goes through after the original contract has ended. Several participants of this study
pointed out that coachees have come back to receive a “tune-up,” especially when they faced
new circumstances in their life or started a new position. At that point, the relationship starts
from an existing deep level of trust comparable to a “family member,” as described by two of the
interviewees when discussing terms their clients had called them.

135
Shifting Dynamics
A lot has been written about coaching in general—sport coaching, life coaching, business
coaching specifically, and many models to apply when coaching. During my own coaching
engagements, I have often found that a shift or transition appears to happen as the coaching
relationship with my clients evolved. When I started looking at this shift in the literature, I could
not find explanations. The examples that related to my observations spoke about reaction to
specific types of questioning, the value of using certain methods, tools, or exercises in coaching
sessions to get coachees to discover themselves, their situation, or opportunities they could
decide to choose for themselves. I could not find any specific entries, articles, or books about the
shift I have repeatedly experienced. This was the impetus for focusing this dissertation on the
attempt to discover what happens in this transition. What I found is that a shift in the dynamics
of the coaching relationship actually occurs if there is enough time in the contract. During the
interviews, several participants pointed out that they had accepted short-term coaching contracts,
especially from companies that bought bulk coaching packages. I have some experience with
this approach myself. These packages typically contain a limited number of coaching sessions
and define what will be the desired result of the coaching for the company.
Studies point to the short-term and issue-focused nature of this type of coaching.
Pennington (2009) identified what criteria coaches need to have to be hired for these packages by
companies and Frank (2005) specified a list of questions with partial focus on return on
investment (ROI) as a result of the coaching contract. My study participants consistently pointed
out that it is very unlikely to create lasting change when mandated to finish a contract within six
to eight sessions or within a two to three month time window. The shift all interviewees
described when asked occurs in different ways and at different points in time. The earliest I
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heard in the interviews was after about two months of intense coaching, the latest was identified
in an example by Uwe to happen after 8 months of coaching. The examples that revealed the
occurrence of a shift in dynamics include:
•

the coachee becoming very quiet and reflective;

•

the coachee beginning to ask questions rather than reaching for answers;

•

the coachee expanding into stories about family, childhood, parenting, and other nonbusiness-related events;

•

the coachee developing alternative approaches and pointing to new behaviors,
claiming that they had never done anything like it before;

•

the coachee pointing out the level of trust they have reached with the coach and the
novelty of opening up about all imaginable topics to a person they only know “a short
time and aren’t related to;” and

•

the coachee beginning to dominate the conversation and reporting about experiences
of new behaviors, new adventures, and new reactions from followers, employees, and
family members.

This is only a partial listing of the most impressive descriptions of this shift in the
dynamics of the coaching relationship. In chapter 6, I address potential future research
opportunities regarding a more complete understanding of shift-moment triggers.
The participants in my study pointed out that listening and post-session reviews are the
tools they use to become aware of a shift, if it is not very obvious during a session. After each
session, they asked themselves if the way the coachee answered, behaved, talked about stories,
and revealed information had changed. I addressed the phenomenon and received several
answers and examples that pointed to the need to pay specific attention to the shift. The
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participants in this study pointed out that they had become aware of the phenomenon and
contemplated if there might be more occurrences, especially at the beginning of their practice
that they had not recognized because they were not aware of the existence of a shift-moment
phenomenon.
I have often contemplated why the coach’s level of experience is of such high importance
in long-term business coaching. The sensitivity required to identify a shift-moment and
recognize it as the starting point of a new depth in the relationship with the coachee might be one
explanation. My interview partners referred to a learning process they had to go through. They
had originally attempted to keep the coachee focused on the original cause for coaching and the
issues and problems that were identified before the shift moment. Almost through trial and error,
the coaches discovered that the change in openness, trust, and reflectivity of the coachees
indicated a new form of relationship that led to fundamental changes in behavior across the
whole person. This study could become the starting point for identifying better ways for coaches
to identify the shift moment and potentially reach it sooner, so coaching can become more
effective and allow coachees to achieve significant changes sooner. More research will be
required to determine the extent to which the shift-moment can be predicted, identified, and used
for changes in the coaching approach and this potential for future research is detailed in
chapter 6.
The New Coachee—Post Shift Moment
The third theme identified in this study is the change of behavior as a result of the longterm coaching engagements. This did not come as a complete surprise. According to the
literature reviewed for this study, a coachee can learn new behaviors or methods with the help of
the coach. The process involves the raising of awareness (Whitmore, 2005a) combined with a

138
willingness to change on the part of the coachee. The trigger that initiates the coaching typically
leads the coach to work closely with clients with a focus of enabling them to make behavioral
changes that will be useful for the growth of the organization (Rock, 2001). This organizational
focus changes after a shift-moment has been experienced. Both of the two models reviewed
earlier due to the description of behavioral changes occurring during the application of these
models (the RAPPORT model (Bricklin, 2001) and the GROW model (Whitmore, 2005a))
identify changes focused on business goals or original business issues or problems that caused
the start of a coaching process.
The third theme discovered in this study, and called the new coachee, differs from the
cases described in the literature and the reviewed models in the totality of the changes described
by the study participants. After the shift-moment happens, a complete reorientation occurs for
the coachee. That is exemplified by silence, reflectiveness, and willingness to re-explore
childhood memories, parenting results, and behavior patterns used in contact with employees or
fellow workers. In the interviews, coaches referred to terms like “slow,” “careful,” “deep,” and
“unsure” when describing the realization by the coachee that things affecting the whole person
needed to be addressed and changes needed to be made. Several interviewees spoke of “a new
beginning for the coachee.” Subsequently, new, lasting behaviors were formed related to life
goals, appreciation for others, the need to rethink and identify new business goals, and in some
cases, completely new careers. In several interviews, the coaches pointed out that a forward
momentum, often associated with amazing energy, willingness to take risks, as well as feeling a
strong need to apologize to those who were on the receiving end of harsh, bully-like, egoistical,
and other negative behaviors and actions were expressed by post shift moment coachees. The
role of the coach as a guide and pathfinder, as some interviewees described it, changes from
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discovery toward management of enthusiasm across all aspects of life. Within this theme, family
members and coworkers often contact the coach in perplexed amazement about the almost
unbelievable transformations they experience when encountering or interacting with the “new”
coachee. Several coaches pointed out that it becomes important to find a suitable end to the
coaching contract when a new path has been identified by the coachee. All the changes and new
energy can often be attributed to the coach and a perceived reliance on the person who made all
the new opportunities can form. This is the time when several interviewees voiced phrases such
as “teaching them to walk on their own,” “kicking them out of the nest and letting them soar,”
and “encouraging them to swim in the middle of the new river, unafraid of the rapids ahead.”
The holistically changed coachee becomes a renewed resource for the company or organization
if the identification with the vision and goals of the business remains intact. In several cases, the
participants of this study pointed to examples where a coachee began the coaching to overcome a
specific issue at work, a problem with leadership or teamwork, or in preparation for an upcoming
new level of responsibility, only to discover that their life goals and ambitions for the future
changed so dramatically that a new career was pursued.
In several cases, study participants shared dramatic examples to describe the way
coachees changed and ultimately decided to leave their companies. I was curious how
organizations reacted to this outcome of coaching. Initially, one might expect a company to be
unhappy to have sponsored a person who did not stay after the company invested a significant
amount of time and money in coaching. Yet, consistently, the interviewees in my study
indicated that the companies with which they work were typically happy for the coachee and did
not mind the results. It was even described as a win-win result because the company found that
the person receiving the coaching was probably not the very best candidate for that type of work,
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and the coachee typically found renewed passion for a new path rather than remaining in a
situation that was not going to satisfy the needs of the employer or the employee. On the other
hand, the return on investment (ROI) was amazingly high when the coachee discovered how to
utilize the changes in behavior adopted as a result of the coaching and fully applied them for the
benefit of the company or organization. Interviewees reported several examples of massive
profit improvements, strategic growth, and interpersonal improvements leading to changes in the
culture of the organization.
Impact for Leadership and Business
Based on the results and themes described so far, the coachees who remain in their
companies, organizations, and businesses apply their new energy, outlooks on life, and changed
behaviors in interactions with individuals. The coachee often conducts a review of the status quo
at work and this typically occurs while in the final stages of the coaching relationship. Review
teams are formed, sometimes task forces are put in place, and fellow employees and executives
are interviewed. Many of the examples provided as part of this study exemplified what
participants called the “rub-off-effect.” Coachees begin to adopt several of the techniques they
learned to their own environment, especially in business. Frequently, interviewees described
individuals who were known to have an answer for everything and were totally focused on
solutions when the coaching began, to have turned into reflective thinkers similar to level 5
leaders (Collins, 2001). A level 5 leader channels his ego needs away from himself and into a
larger goal of building a great company. It is not that level 5 leaders have no ego or self-interest.
Indeed, they are incredibly ambitious—but their ambition is first and foremost for the institution,
not themselves (Collins, 2001, p. 21). Some coachees evolved into collaborative leaders with a
strong sense of urgency (Kotter, 2006) and a willingness to dedicate time to review what is
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occurring in the play of life from the proverbial “balcony” (p. 253), as described by Heifetz
(1994).
For leadership in general, it could be said that the interviewees consistently reported a
change in leadership style as a result of long-term business coaching. My own experience
confirms this observation. Business owners recognize the need to collaborate with as many
people in their organizations as possible and value the customer. This may sound like common
knowledge, but is important to point out, as many coachees come from a management or
leadership background when entering external business coaching. Interviewees described
beginning coachees as arrogant, self-centered, profit-focused, and quick to blame others and
external causes for many issues and negative business results. Developing the ability to identify
what is luck, what is caused by their doing, and what needs to be attributed and publically
recognized as achievements of employees, followers, and partners, as described by Collins
(2001) are attributes of a level 5 leader and allows the new coachee to affect change and gain
new respect and followers.
A side effect of this result is the significantly increased willingness to utilize external
business coaching as a way to help people and improve the business. I attribute the considerable
number of recurring referrals to successful coaches to the fact that coachees who complete the
long-term coaching experience shift-moments, discover a new path and approach to life and
business, and then apply what happened to them in the organization in which they work.
Though not a specific part of my focus for this study, it is worth pointing out that
coaching as a component of leadership skills is gaining recognition. My study participants
mentioned several cases where their clients came back to them after an initial phase of
implementing changes in their organizations to find out how and where managers and other
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leaders could receive training and certification as a business coach. Whitmore (2005b) made a
strong case for coaches as leaders, as do many other authors focused on coaching or leadership.
Summary
At the onset of this study, I focused on looking for evidence of a shift in the coaching
dynamics during long-term business coaching relationships. To channel the research, I
developed the following two questions:
1. How does the relationship between a coach and a coachee change in long-term
coaching engagements (defined as more than 4 months)?
2. How do these changes impact the coaching process dynamics and results?
As described earlier, the relationship between the coach and the coachee changes after the
shift-moment has been reached. Before this moment, finding a path to reflection, openness,
trust, trustworthiness, and respect characterizes the relationship. After the shift-moment, the
relationship becomes a collaboration in new definitions, new approaches, and new behaviors in a
holistic way, affecting all aspects of the coachee’s life, including the way leading, following, and
managing are exercised. I described the impacts to the coaching process. The role of the coach,
the need to work toward a defined end of the relationship, and the establishment of a new
relationship that can often be defined as a combination of friendship and mentorship characterize
the final phase of the coaching relationship. When the changes that the shift moment triggered
have been stabilized and organized, they become new behaviors of the coachee.
Coachees become coaches in their organizations and encourage others to receive
coaching and sometimes become qualified or certified as an internal business coach. The
advantage of the external business coach to have the freedom to concentrate on the coachees
without impact by internal organizational politics, and the benefits of internal coaching as a skill
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supplementing other leadership skills, is gaining balance. Both forms of coaching seem to be
growing, according to the study participants.
Finally, one side effect of the semi-structured interviews conducted for this study was to
use the opportunity to ask interviewees for a better-suited term than “external business coach.”
At the end of each interview, I asked the question about terminology and interviewees offered
several suggestions, including “pathfinder,” “helper,” and “guide.” Ultimately, I acknowledged
that none of these terms would successfully unify all the benefits provided by an external
business coach. With that in mind, the existing term was deemed best, even though it is by no
means perfect.
External business coaching always evolves. The confirmation of a shift in dynamics, the
discovery of the shift-moment, and a limited set of indicators that signify the occurrence of this
moment are satisfying results of this study. More empirical work needs to be done to create a
full inventory of shift-moment indicators. This will make it easier for external business coaches
to help their coachees reach this point in the coaching relationship, benefit from its
transformational potential, and allow coachees to discover new passions, energy, reflectivity, and
generally successful behaviors for life and work.
Distributing coaching titles is common. I have received invitations to become certified as
a spiritual coach, a weight loss coach, a life coach, as well as a coach for many different methods
and models, for which the certification would allow me to practice the application of such
models. The longer I have worked as an external business coach for my clients, the more the
boundaries between even my most fundamental separations of business coaching and life
coaching have disappeared. These boundaries have been replaced by a patience that allows me
to work toward and beyond the shift-moment, helping the coachee to discover an opportunity to
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change their life, their behavior, their leadership, and their relationships. The resulting new
coachee can seize the opportunity for a better self with all the benefits that come at work, in
relationships, and in life. Every time this kind of long-term coaching relationship comes to an
end, I find a deep gratitude for having been allowed to be part of this transformation. My mantra
of helping others help themselves become successful is confirmed when the coaches, co-workers,
and family members let me know how much they appreciate what we achieved together, and
refer new clients to me to start the long-term coaching process anew.
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Chapter VI: Impact on Leadership, Change, and Coaching
The final chapter of this dissertation addresses leadership, the impact and implications for
leadership and change as they are derived from the study, the study’s general impact on
leadership, and the study’s implications for coaching. Additionally, it provides some suggestions
for future research that could be based on the current research and the findings of this study.
For me, leadership has always been associated with the definition Kotter (1996)
developed over the years. In his book, Leading Change, Kotter (1996) stated, “leadership
defines what the future should look like, aligns people with that vision, and inspires them to
make it happen despite the obstacles” (p. 25).
In many ways, this is what coaching is trying to achieve, especially external business
coaching. When I conducted the interviews and the participants reflected about their coachees, it
became apparent that the vast majority of the coachees in this study are from one of three
contexts. Most coachees were former managers who had reached a leadership position, business
owners who were leading their companies and their employees, or individuals who had recently
been promoted to a leadership role and had identified certain shortcomings they believed they
could overcome through external business coaching.
In this context, what occurs in the coaching work is the changing of participants’
fundamental behaviors after being exposed to external business coaching. That process is related
to the overall change process in general, which has always fascinated me, inspired me to start
this Ph.D. program in Leadership and Change, and led me to become a passionate follower of
John Kotter’s research of change. What has evolved is a confirmation that starting or enforcing
any change process needs to have a certain motivating urgency. Then, a need for putting
together a guiding coalition of people willing to foster the change from start to finish arises.
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From the experiences shared by the coaches in this study, coaching is typically initiated
in one of two different manners. The first situation is that in which a person who is either
assuming a leadership position or has already been in a leadership position for a while recognizes
a need for change in specific areas. In this case, the person identifies the need for change on
their own and seeks the help of a coach, oftentimes by asking associates, friends, or peers. The
person’s questions revolve around who these individuals received their coaching from and then
the person uses a referral to locate a professional external business coach.
In other cases, the urgency and the need for change has been identified by the
organization because a new leader or somebody recently promoted to a leadership position, or
even an established leader or business owner, is demonstrating certain behaviors that are
detrimental to the future goals and success of the business. In that case, oftentimes a long and
grueling process of conversion or conviction is necessary to get the business owner or leader to
accept the fact that some kind of change is required. When a new coaching contract starts, as
described in earlier chapters in this dissertation, it is oftentimes hard to overcome this type of
resistance to change.
When the change coaching is in process, coaches work to overcome the urge to only
address a certain gap or focus on a certain skill. This is a shortcoming that has been identified in
this study by several of the participants, in a sense by articulating that coaching contracts that
only last a short time (defined here as less than 4 months) oftentimes bear the risk of never
reaching the shift moment that allows the coachee to fully open up and start a holistic change
process.
In the last decade, there has been a significant change in the structure and the operation of
larger organizations. They are now often the ones that send coachees to an external business
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coach. Additionally, the geographic extension of successful companies, especially mid-size and
larger companies, has expanded greatly. In the past, leadership and change was often a matter of
operating on the local, regional, or national level, but it is now becoming commonplace to be
aware of international aspects of conducting successful business. Rodrigues (2010) emphasized
that successful global operation can really only occur when those in management and leadership
positions are aware of all the international implications. Working in a global environment
requires awareness of the operational aspects of the business, as well as personal aspects,
interactivity, and interpersonal relationships among leaders down the organizational hierarchy to
every level of work.
That also means that the change process within individuals has become much more
faceted. Importance must be placed on developing a variety of categories for use when
measuring the differences in the cultural approaches from countries and employees in those
countries. Conklin (2011) and Hampden-Turner and Trompenaars (1997) conducted studies that
identified the differences of different people in different countries and turned them into
measurable attributes. The future successful leader is not just willing and able to help the people
and employees in the local business, the local area, or the environment with which they are
familiar. The future successful leader must also have a growing ability to acknowledge those
working in different countries for the same company, and even further, to supplier networks that
can span the globe.
Leadership and Leadership Behaviors
We have gone through a time of change in leadership behaviors starting from an
autocratic, almost dictatorial leadership point of view in which a very hierarchical approach
allowed people in leadership positions to almost dictate the actions of followers. In a sense, what
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has been established now is that leaders do not need to have only hard skills, abilities, and skill
sets that allow them to fulfill certain tasks, but leaders also need a significant amount of soft
skills. Scharmer (2007) developed Theory U that is the first indication of necessary
characteristics of a future leader and describes a process where a leader learns how to be openminded, open-hearted, and open-willed. My study has shown that leaders who do not have these
attributes, or who have not yet developed these attributes successfully, can benefit from external
business coaching to build these attributes and sensitivities to the interpersonal relationships they
need to successfully interact with employees.
At the same time, leadership is no longer a single-faceted skill. In that sense, and as this
study has pointed out, there is a significant place for the leader as mentor, where in a mentorship
role the leader is not simply working to establish a succession plan that allows for the leader to
ultimately step aside while the company continues to grow and be successful by utilizing a wellgroomed successor. Rather, the leader is in a mentorship role that allows other employees to
learn from the leader. The new leaders need to develop their own leadership style and attributes,
and in a global environment, not only lead certain divisions within the same regional country, but
take the leadership role in different countries, applying knowledge of cultural differences and
maintaining a standard that the organization requires to retain its identity.
In that vein lies the attribute of a leader as a coach. As Whitmore (2005b) pointed out,
coaching as an ability of successful leaders has gained more and more momentum and as I have
shown in this study, as confirmed by the participants, more and more of the successful coachees
who have completed a long-term external business coaching relationship have gone through a
total shift moment. Beyond the shift moment, the coachees/leaders opened up, changed
themselves holistically, and then returned to their organizations to help them discover and apply
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the benefits of coaching. They basically became coaches either through formal certification
process or by mimicking and staying in a successful relationship with their coach. In that sense,
the coach acts like a teacher who is telling the former coachee how coaching can be applied to
various situations. In many cases, leaders themselves, as well as some of their co-leaders and comanagers, come to the coach to find out where they can earn a coaching certification.
Organizations such as the International Coach Federation or Coach U provide specific training
and certification programs for external business coaching and internal business coaching as
prescribed by Whitmore (2005b). The role of the coachee leader as an inspiration to other
people and their achievements should not be underestimated. This value is related by many
different studies, one of which is Collin’s (2001) concept of a level 5 leader. The level 5 leader
is humble and uses a holistic approach. The level 5 leader is not just skilled as a leader, but is
also a shining example of an individual with ethics, character traits, and behaviors that are
desirable as a whole person—this leader is somebody with whom you want to be friends.
Finally, the development of a leader, in my view, must transition toward a leader as a
global cultural visionary. Leaders need to be at the forefront when it comes to identifying
strategies and visions that do not simply allow a company to grow locally or nationally, but also
do so on a global scale. This does not only include identifying new opportunities for products
and services, but also identifying new opportunities for gaining acceptance from people all
across the world for everything the organization is offering. Integrating many aspects that the
participants of this study pointed out, there is no cookie-cutter approach to coaching, leadership,
or becoming successful in business. Rather, a sensitivity gained from the coaching experience
and out of the shift moment allows people to completely remake themselves and ask the
question: “Am I in the right place, in the right job, in the right position in my life, and do I want
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to take this energy and this new found sensitivity to make my business and my role in this
business successful?” Alternatively, they might wonder: “Do I make a choice to change my life,
my passion, my direction in work and in life, and bring my full attention and energy to a new
cause that can be fulfilling rather than just continuing to be accepted and work in accepted and
traditional ways?”
Implications for Coaching
In addition to the impacts on leadership and change, I will also point out implications for
coaching derived from this study. Throughout the interviews I conducted, I tried to include as
much diversity as possible within a relatively small group of participants. I tried to find a
balance between female and male participants, which was achieved. I also attempted to point out
diversity that puts coaching in the United States and coaching in Germany in contrast. Two
participants, HeideMarie and Uwe are from Germany, while the other participants are practicing
in the United States. What I was able to find confirms that external business coaching is not very
different between the United States and Germany, and it is not very different between a female
external business coach or a male external business coach.
Participants confirmed that the hierarchies in business that send coachees to coaches are
still very much in place. As Conklin (2011), in his book about global business and management
pointed out, wherever we go—the United States, Europe, Asia, or South America and other
places around the world—the traditional ways of doing business are structured in a hierarchical
order even if the official business structure might be different. As individuals from different
corners of the world ascend through the ranks of the organization, they identify gaps or needs in
their ability to lead or manage other people, requiring the rising employees to change, which
leads them ultimately to long-term external business coaching.
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My study showed that coaching itself has been identified as something that takes time
when the goal is to fundamentally change behaviors. Giving somebody a new set of skills or
encouraging them to develop a different technique for a certain required skill can most likely be
achieved in what would be defined as short-term coaching or coaching that happens in 4 months
or less. My study showed that the desire to establish lasting change does not just relate to a
certain skill, but the whole person and the whole approach to different behaviors, especially
interacting with other people, takes time. As several of the participants pointed out, such a
deeper level change can easily take up to a year of regular coaching. The question for external
business coaching will be to ask if companies and decision makers are willing to acknowledge
that sending somebody to coaching engagements with a predefined outcome and a predefined
number of coaching sessions is not a recipe for success. My study showed that an open,
undefined outcome that emphasizes desirable behaviors is more suitable to success. Frequent
reports of the progress of the coachee by the coach to the organization, while not necessarily
fixing the number of sessions required to achieve the change, appears to be a preferred approach
based on the results of this study.
One of the interesting aspects for coaching in the sense of the relationship between the
coach and the coachee is the finding that trustworthiness seems to be easier to establish, based on
certain attributes such as (a) experience of the coach, (b) affiliation to the business world that the
coachee comes from, and (c) certain other training or certifications that establish trustworthiness,
combined with the method by which the coachee found the coach. Alternatively, trustworthiness
may have been established based on the fact that the person who referred the coachee to the
coach infuses familiarity. Gaining the full trust that allows coachees to open up is a much longer
process and needs a certain sensitivity from the coach to allow the coachee to reach the shift
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moment, after which full openness is established and the real change of the whole person can
happen.
Coaching certification programs seem to have a tendency to try to teach coaches ever
more quickly to reach certification, thereby allowing less time to develop the skills for listening
and sensitivity that lead a coach to let a shift moment occur and be able to recognize it. The shift
moment takes a special level of sensitivity and, based on the descriptions from the participants in
this study, moments of quietness and listening while allowing the coachee to recognize that
something special is happening or has happened. Then, in a soft and sensitive way, the coach
should help the coachee to get from the shift moment into the trusted openness that allows
fundamental changes to occur.
For coaching in general, it should be recognized that there needs to be a good balance
between the practice of coaching, the knowledge about coaching, and what happens during the
coaching process. Therefore, I would highly recommend that new coaches who have been
certified in any one of the recognized certification programs take some time and search for or
request mentorship from other established coaches. Such mentorship offers new coaches an
opportunity to observe effective coaching sessions, rather than having to discover this path on
their own. I know from many colleagues that unsuccessful coaches fail in the process and then
blame the coaching profession and coaching in general for mistakes and failure.
Opportunities for Future Research
The final part of this chapter addresses opportunities for future research that can be
derived from this study and out of the work done with the participants during and after the
interview process. The first opportunity for future research, especially for external business
coaching, is to try to identify the ways in which the findings of this study apply across multiple
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cultures and in different countries where coaching is starting to establish itself—not just in
Europe, but also in the emerging markets of South America and Southeast Asia.
The second opportunity for future research may be to identify opportunities for coaching
at lowers levels of organizations. The participants in my study pointed out that the majority of
the coachees they encounter are individuals who are already in, or are about to assume a
leadership position. It would be interesting to see how coaching might benefit people in lower
management positions or supervisory roles if they would go through a similar coaching process
and assess if the return on investment (ROI) would be achievable for the organization.
Third, it would be interesting for me to find out if the individuals originating from lower
hierarchical levels would have a higher likelihood of returning to their organization than leaders
who actually received coaching to the depth and past the shift moment described in this
dissertation. As has been mentioned earlier in this study, current leaders do not always want to
return to the organization, but rather, they sometimes follow a new passion or a new idea for life.
Another aspect of careful future research would be to conduct a quantitative analysis of
the long-term versus short-term research addressing ROI for coaching. One important aspect is
that long-term external business coaching can have a very fundamental change for the individual
who is actually receiving the coaching and can start a significant positive change for the
organization. A new study could explore if the ROI is higher from short-term or long-term
coaching.
As previously mentioned, business is becoming more international and global, and
therefore another opportunity for research lies in analyzing the applicability of coaching for
cultural sensitivity. The coaching I studied mainly focuses on behavioral change in the area of
leadership, and was limited to German and American coaches in relatively traditional businesses
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and business applications. As business grows and becomes more international, it would be
interesting to research what the cultural impact will be when increasingly diverse communities
work together, operate together, live together, and have to reach across different cultures,
different languages, and different ways of operating.
Finally, I mentioned earlier in this study that a full inventory of the triggers that identify
the shift moment should be established. I believe this could be achieved through a quantitative
study of many external business coaches with long-term coaching experience and long-term
coaching clients. Asking these coaches what the triggers are in their experience and when the
shift moment occurred could help to develop a complete inventory of shift moment triggers that
would help other coaches and the overall coaching community better identify when these striking
moments occur. This research could be the start of a framework that promotes the necessary
level of sensitivity required to live through the shift moment, and use that opportunity of
openness to create and help the coachees establish the changes they need to become successful in
business and life in the future.
In conclusion, this study established some opportunities to transfer the change process for
leaders from the operational world to the personal arena, where a leader’s changing behavior can
release new energies and new passions to make a business more successful. From my
perspective, leaders in the future need to have a good balance between hard and soft skills. They
need to become leaders as mentors, leaders as coaches, leaders that inspire, and leaders that have
global cultural vision, as their organizations expand into the international marketplace. Coaching
needs to adapt so it is able to provide services for individuals across different cultures. We need
coaches who have experience balanced with knowledge so the requirements of successful future
leaders can be met.
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